DOCUMENT RESUME,, .

ED 213 430 : IR 010 063

AUTHOR Cotter, Barbara
TITLE Planning and Implementing Social Service Information
Systems: A Quide for Management and Users. Human
Servifes Monograph Series Number 25. Project
Share. .
INSTITUTION Department of Health and Human Services, Rockville,
Md. Project Share.
PUB DATE Sep 81
NOTE 184p. . '
AVAILABLE FROM Superintendent of Documents, U.S. Government Printing
\ ’ Office, yashington, DC 20402 (1981-341-155/149).
EDRS PRICE - MF01/PC08 Plus Postage. .
DESCRIPTORS Administration; Adoption; Automation; Child Abuse;
Foster Homes; *Human Services; *Information Systems;
- Information Utilization; Needs Assessment; *Planning;
/ Privacy; *Program Development; *Program
Implementation; *Social Services
ABSTRACT ) : ‘
Intended to aid administrators and users of social
services in establishing information systems, this comprehensive
guide to the design of such systems identifies the elements,
effective strategies, and potential pitfalls involved in their
planning, implementation, and utilization. Detailed discussions of
management strategies for system development; user involvemdnt in
system development; the planning of sqcial service information
systems; and issues relating to ‘the privacy, confidentiality, and
security of information are followed by a cqnsideration of the
problems involved in the implementation of a social service
information system, specifically problems relating to agceptance of,
or resistance t%;E;Q: system. Some particular types of social service
information' sys s are ‘then described: a child protective service
system, a foster care and adoption system, and a comprehensive social
service system. Utilization of the infarmation provided by such
systemg is.also discussed. Accompanying the report are a glossary 9£
terms used in the text; a S5l-item bibliography; appendices on system
planning, systém implementation, and information utilization; and 16
figures, inclpding‘several flow charts. (Author/JL)
» -
. .

-~
******'*******?******************"************************************
* Reproductions supplied by EDRS are the best,that can be made *

* ) from the original document. { *
******‘****************************************************************

.




Human Lervicer -

NUMBER 25 SERTEMBER 1981 MONOGRAPHH SERIKES

S Plonning and Implementing

InfFormation SYstem.s:
A Guide fFor Management and Urerr

US DEPARTMENT OF EDUCATION
NATIONAL INSTITUTE OF EDUCATION
N LCAT A, REROURCES NFOLRMATICN
CENTER ERC
A, T e T tes bawr  enr et o 35 . ,
e ar zt

S PROJECT
Barbara Cotter ‘ SHARE
ek
R - }
2Ma L

f ' =

| l ‘ .W
/

m

A National Cleannqhouse
Q for Improving the Management

of Human Services

AN
~ s
Q\
)

[
[~




~

Project SHARE has comract/ed for the preparation of a monograph series In order to survey the
state of the knowledge or the state of the literature 1n selected subject areas of importance to the
human services community. The monograph series provides an opportunity for authors to offer their
views and apintons on these topics It isthe aim of Project SHARE to stimulate discusston through the
- publication of these monographs.- ’ -

This monograph was prepared in fulfillment of a contract with Aspen Systems Corporation,
publisher, as a contribution to the Human Services Monograph Series, Project SHARE, Department
of Health and Human Services, Washington, DC. The views and opinions expressed in this
monograph are entirely those of the author and are not necessarily those of DHHS or Aspen Systems
Corporation

(4




. /
Acknb\\rledgments r

| wish to thank the many persons and organizations that provided valuable ideas for and
assistance in the preparation of this monograph. Without thelr support-this work would not
have been possnble

-

| apprecnate the aid-received from the statf of Pro;ect SHARE partncularly Becky Elson who
first sugdested this effort.

Special thanks are dlie tg: Merle Spr‘nger who is Deputy Commissioner, Mary Birnbaum,
Mary Hansen, and other staff from the Texas Department of Hyman Resources; Richard Pryor,
Barry Meess, and colleagues from thé New York State Depargment of Social Services; Jeanette
Gagnon and Lynn Koontz from the New Hampshire Department of Health and Welfare) Robert
Lewis, Bart Hopkins, and staff from the Utah Department of Socitl Services; Pat Schene,
CynthiaMohr, and staff from the American Humane Association; Victor Capoccia from Bostpn
College; and Richard Greenberg from the U.S. Department of Health and Human Services.
They arranged interviews and previded information, documentg, and assistance on their
social service information systems and system development methodology.

Warm thanks also go to the Virginia Department of Weltare. | shouid like to thank William L.
Lukhard, Commissioner; Ray'Goodwin, Deputy Commissioner; and D. Ray Sirry for their
invaluable encouragement. Many colleagues and taff also contributed to my work with their
recollections, advice, and help including Joan Eh , Dr. Elizabeth Whitley, Phyllis Breiden-
baugh, Bernard Eudailey, Connie White, Kathryn Myers and Dan Moore. Their suggestlons
greatly enhanced the findl product. _ .

lam most appreciative of the dedication’and meticulous typing of Alyne Kennedy who made
it possible to complete the manuscript. '

Finally, | wish to thank my husband for his patiéfice and understanding during my
preoccupation wnth this project. ‘ R ,

Barbara Cotter, 1981

* m .




Contéents

1. Infroduction 1

i. Minagomont Stntohl“ for Syptem Development 5
Top Management-Support

Phases of Systefn Development 7

Costs of System Development 10 N

Project Management 13

The Use of Consultants78

. In\rpivomont of the User 23

Benefits of lnvolverhent 23
*User Leadership 24 .

User Leadership in System Development Phases 26
Methods of Involvement 27

Faeilitating or Hnndenng Factors 30

V. Planning a Social ‘Service Information Syctom 33
The Planning Phases of Development 33

Study or Transfer of a Comparable System 36
Conceptual Framework for Information Requnrements 37
Defining Systg?n Reports 39 '

information Requirements for Standards 46

Forms 48 .

Determining the Need of Data 51

Cc;mputer Désagn 54

V. Privécy, Confidentiality and Security 59

Growth in Daja Collection 59

Risks and Mplications 59 t -
Safeguarding Information 60

Security Measures 83

Vi. impiementing a Sogclal Service Information System 67
The Implementatlon Phases 67 )

Testing 70

Preparations for the System Installation 73
Docqm_entatlon 75
Traning 76

User Advocacy Unit's Support for System Operations 80
Evaluation Process 81 '

“

7




—

a -

vil. Ai:oopunco of the Social Service Information System [ '
Acceptance and Resistance 87 '
The orkers’ Concerns 88 , *
Bulldlng System Acceptance 89
Ma}dr Changes Affecting People 80 ' oy
VI Child Protective SQnilco_ System 95
Purposes and Functions of the System 95 *
. Decisians 99
Utitizing the System'’s information 105
Summary 107 .
IX. Systems for Foster Care and Adoptions 109
Foster Care Functions Supported by Systems 110
Adoptior Functions Supported by Systems 113
System Suppott for Interstate Transfer of Children 116
Systam Design Choices 116 .
Summary 119 ' ‘ ' ;
X. A Comprehensive Soclal Service System 1217 - T
A Conceptual Description 122
Case/Client Subsystem 124
Provider/Resource Subsystem 127
Service Delivery Subsystem 130
Financial Management Subsystem 134
Potential Online Inquiries 1.‘@'
Potential Reports 139
Payotfs for the Service Staff 141
Payotts for Management 142 , .
XI. Beyond the Implementation of Synomo—Uolng tho Information 145
Reasons for Low Utilization 145
Strategies for Effective Utilization 147
. Transformation of Data to Management information 150
Trends in Utilization 154 ) .
Glossary 157 . ' ) \
Bibliography 161 : )
Appendix A. %llnnlng I.h. System 165 '
Appendix B. implementing the System 171

- Appendix C. Utilization of Information 179




k] -~

List of Figures :

3

Figure 1. Relativé Cost To Make System Changes and To Fix an‘Error by System Develop-
ment Phase 12 !

Figure 2. Level of User-Interest by System Development Phase 25
Figure 3. Typiéal Functions of a User Group 29

Figure 4. Social Service Information System for Ali Management Levels 38 .
- Figure 5. Typical Example of Batch Processing 55

Figure 6 Example of Online Processing 58

Figure 7. The System Acceptance/Resistance Continuum 87
Figure 8. Social Service Information System Model 123

Figure 9. A Departmentwide Case/Client Subsystem 125

Figure 10. Social Service Programs: Unique Requirements 127
Figure 11. Provider/Resource Subsystem 130

Figure 12. Service Delivery System 132

Figure 13. Direct Service Reporting 133

Figure 14. Financial Management Subsystem 135

Figure 15. Comparisen Between.the Tabular and’ Graph Formats. Chiid Abuse and Neglect
Reporting 152 -

Figure 16. Example of a Line Graph. Muttiple Years 153

'

Appendix A L
Figure 1 Guide to Describing a Report 167 " -

Figure 2. Suggested Format for Specifying Standards or Rules To Be Monitored by the
Computer 168

Figure 3 Data Directory Outline 189

- Appendix B . .

Figure 1 Comparison of Possible Testing Plans for Sr:wall and Complex Systems. 173
Figure 2. A Sample Training Outline for the Supervisor and Service Worker 174 ]
Figure 3 A Sample Trair{ing Plan for an Online Social Service information System 178
Figure 4. A Sample Set of Questions for Evaluating a Repo& 177

yu




¢

. Introduction
& ,
. {

More and more administrators of human service agencues are turning to automation to
provide operational support for and to identify accomplishments of social service programs.
The new era of accountability requires more than ever before that agencies demonstrate
achievement of results to receive funding for expansion or even continuation of present
services. All levels of government are less willing to support services without understanding
what services do for people. Greater attention to results is also needed to allocate increasingly
limited resources to services offering the most benefit.

Beyond accountability, the value of an information system lies in its support for decision-
making at all Q»Ns of the organization. Traditionally, information has not received much
attention or high priority. Service systerhs have been a relatively loose amalgamation of data
and reports to fulfiil basic accounting and legai requirements that lack an overall consistent
pattern. With the impressive developments in computer technology—the whole body of
knowledge relating to data collection, measurement, storage, manipulation, transmission,
transformation, and use—information is now beginning to be available, and the potential
impact on social service agencies is great.

The computer opens possibilities that are not attainable with manual approaches. While
today’s social service informationcsystems may be developed primarily to accommodate
demands for better accountability, their value should be considered for developing the overall
capabilities of an agency at all levels and for supporting management’s functions. The real
potential of the computer lies in more efficient and effective service delivery systems and in
more knowledgeable management decisionmaking in budgeting, planning, policy redirection

-or change, resource allogation, and other administrative concerns.

Social service agencies are increasingly exper‘tding enormous energy and millions of doliars
on the development of automated information systems. The proper design and implementa-
tion of the system will determine the realization of lts benefits. if handled poorly, the System
may become a nightmare and a fanlure

Unlike the nationally standardized medical assistance and income maintenance systems,
the social service systems are largely customized products of their State and local environ-
ments and priorities. They reflect the particular State/local organizational structures and
agency relationships for social services. The service system may be narrow or broad in sco
and may stand independently or be part of a larger human service system. Some organization
may have responsibility for social service programs financed by title XX and/or child welfare
programs, while others may have direct authority over all human service.programs—titie XX,
child welfare, substance abuse, aging, mental heaith, mental retardation. When chlidren’s
services are completely' autonomous from other human services, the systems related to
chiidren are often developed separately. Related potential influences on the design are service
delivery modes, inivolvement of the voluntary sector, types of clients served, and the services
provided—ell varying among States and localities. Together these factors render impossible
the development of a single social service informagczn system model and make the system
development process more difficult and costly. :

Federal legisiation has reinforced this diversity among social servlc%eyetems. The enact-
ment of titie XX of the Social Security Act loosened Federal requirements and-allowed States
considerable flexibility in developing social sarvice programs, allocating social service funds
to multiple organizations and expanding the use of services purchased from the private
‘sector. Further encouragement for fragmentation has come from multiple Federal legisiation
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‘tor social services, including the Child Abuse and Neglect Prevention and Treatment Act and
titles IV-A, IV-B, IV-C, and XX of the Social Security Act. Consequently, State and local
organizations must decide on the configuration of their own social service system.

Recognition of the value of social service information systems comes at a time wheg most
State and local organizations have reached their maximum amount of funding for services. In
fact, inflationary pressures are causing a struggle simply to maintain the existing level of
services. This coincides with increased demands for higher levels of service by clients increas-
ingly knowledgeable about their availability. Social service qrganizations are confronted with
the ironic situation of requiring better information to make difficult resource. allocation
decisions while having o financial resources to develop the needed system. Unlesg organiza-

&tions have received a special grant or funding from their legislative body or city council, social
service information systems must come from program dollars. Competition bétween dollars
for services and expenditures for management enhancements limits opportunities for im-
provements in socal s;ervice information systems.

Despite the overall financial picture, social service organizations are taking substantial
steps to develop social service information systems. Thé funding, however, makes it critical to
succeed in developing the system as economically and efficiently as possible. In the long run,
the system may He able to recover its cost by its providing information that helps determine
where limited resources can have the maximum impact and where actual savings of service
funds can occur. In addition, a comprehensive service information system could replace
multiple service reporting systems and more effectively utilize those funds.

This monograph approaches the design of a social service information system as a man-
agement issue, not a technical problem. The document identifies critical elements, effactive
strategies, and potential pitfalls in the planning, implementation, and utilization of systems.
and brings out the complexity and long-range nature of a system developmant effort. The
information 1s intended to help administrators and users establish successful social service

-information systems, anticipate and avoid problems aiready faced by similar agencies, and
maximize the use of existing and future systems. The document also gives managers and
service statf an understanding of how automation ¢an help and how information systems can
be flexible in accommodating different service programs and future changes. This monQg-
raph covers the following major areas of interest and concern to management and users:
® Management strategies for system development; ;
® Involvement of users; ‘ .

Planning the system,

Privacy, confidentiality, and security:

Implementing the system, l

Acceptancg of the service system;

Examples of systems, and'

Utilizing the éystem
The following 1s a summary of each of the chapters.

Chapter Il, Managemeént Strategies for System Development, describes the need and value
ot top man:%orrfen port, an organizational approach for system development, and effec-
tive project/management. It brings out the importance of managers taking responsibility for
systems ahd providing leadership to the development efforts. Important considerafions for
management are discussed, such as the costs of system development, potential cost overruns,
resource requirements. and the use of consultants.

Chapter lil, Involvement of the User, Iooks at the role of users in all phases of planning and
implementing systems, covering the traditional contributory role and recommending a user
advocacy unit to be active and directive throughout the system’s life. The involvement of user
groups and other techniques for pdrticipation are discussed

J




Chapter VI, Implementing a Social Service Information System, reviews the activities of the
system development, installation, system maintenance, and operations and evaluation
phases, and gives a detailed discussion of areas of major concern to management and
users—testing, pilot site testing, preparing sites for installation, training, and providing assis-
tance to the newly installed.sites

Chapter V, Privacy, Confidentiality, and Security, discusses the impact of computers on the
individual's right to privacy, the confidentiality requirements for agencies, and the various
procedural and technical security measures that can be incorporated into the system's
operation The privacy-confidentiality controversy that surfaces around the development of a
child protective services system Is also discussed.

Chapter VI, Implementing a Social Service Information System, reviews the activities of the
system development, installation, system maintenance, and operations and evaluation
phases, and gives a detailed discussion of areas of major concern to management and users—
.testing, pilot site testing; preparing sites for installation, training, and providing assistance to
the newly installed sites

Chapter VI, Accepta'nce of the Social Service Information System, looks at possible user
responses to the new system, the-hkely rgservations of service workers, ahd the impact of
resistance on the system’s operation and use It also brings out the importance of service
worker ''payoffs’ in the acéeptance of the system.

Chapters VIII, IX, and X focus on the three dominant social service syst8ms child protective
services, foster care, and comprehensive social servic® The chapters relate the history of the
different types of systems.:The chilg protective services have emerged as a result of the Child
Abuse and Neglect Prevention angkTreatment Act and of State statutes requiring a central
registry of reports of child maltreatment Foster care systems have ties with permanency
planning efforts to preventdritt of cildren in care as well as with the Adoption Assistance and
Child Welfare Act of 1980 (Public Law 96-272) The general social service information system
has links with title XX reporting, State and local needs for client registration, service delivery
tracking and payments, and vendgr/provider listings. The chapters give social service organi-
zatioris a basis for chodsing systems through presenting alternative approaches for each type
of service system and describing a comprehensive seryce system that includes foster care
and child protective service systems as part of the larger system.

Chapter XI, Beyond the Implementation of the System—Using Information, deals with the
organization “'payoffs’’ of the system that require effective use of the system to realize its
anticipated benefits This chapter addresses the problem of a system's information being
ignored or little used, even where the system has gained commitment fromgdministrators and
has begn geared to agency purposes It covers the data quality issue an other constraints
limiting the use of data and proposes methods for insuring data utilization by management,
service workers, and other staff .
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1l. Manageme\nt Strategies for System
Development

Many social service organizations are struggling to implement a viable information system
and others are contemplating such an impiementation even in the face of the high cost of a
system and increasingly limited funding. Management must give leadership to the develop-
ment of the system to insure that it is a valuable tool forthe organization angd that it requires
minimal resources.

Management |leadership is of paramount importance to minimize and eliminate typical
problems that occur during development: underestimated projections of costs and develop-
ment times, late completion of the system and major products, delayed management deci-
sions, poor system design, exceeded capacity of ggmputer equipment, cost overruns, paor
relationships and misundersfandings between techhical and user staffs and between consul-

~tants and the organization’s staff, and, finally, impiementing systems still experiencing prob-
lems. in addition, problems may exist because of pressure to automate everything, service
worker resistance to the system, and inetfective utilization of the system The worst situation
results in abandonment of the system development effort and total system failure.

Management can make a difference by its approach to system development efforts. Factors
having considerable impact on the successful planning and implementation of g social service

information system include .

® Top management suppart—the direction, support, and controi provided by the agency's
highest administrative levels. .

* Phases of devglopment—the adherence to the fundamental processes for planning and
implementing information systems

® Cost-benefit analyses—managemént's understanding of the system.s major costs and its
assessment of whether the system is worth the probable gost

e Resourdes—the availability and provision of funds, staff, and hardware for the development
and operation of the system . :

® Project management-—the programmatic aiid technical leadership provided ‘for the infor-
mation system effort combined with realistic plannigg, controi over timely completion of
activities and quality products, and avoidance of cost overruns.

* Team approach—the etfective collaboration of technic® and user statf for building and

-

installing the system . . . e
® Use of consultants—the organization's careful selection and effective management of
contractors to maximize their contribution to the development etfort R

By understanding these factors, management can play a critical role in committing to the
development effort, overseeing the proper administration of the process, and approving
continuation of system work at key points The development effort therefore becomes a
management issue rather than just a technical matter This chapter discusses each factor.
»
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Top Management Support L ~

. Theinvolvement of high-level management in planning and implementing systems is key to

the successful use of computer technology. An ever larger share of an organization's re-

sources are being devotedto information systems, and executives should play a major role in T
establishing system objectives, priorities, and policy that fit the needs of the organization

and its units. Since many new systems are closely woven into the main organizational fabricy - .
there must be much. closer attention to these efforts than in the past. Top management

leadership allows an organization to move more smoothly through the development and
implementation qf systems by providing equipment, good project structure, and other re-

quired resources. This is particutarly important for expensive, complex systems needing

long-term administrative commitment. . {

—

Executives should participate in the following areas to insure optimal decisions for the
7 organization on the automation of systems: A ¢
e Establishment of selection criteria for evaluating and selecting system projects. .

® Unification of management information system efforts and establishfent of short-term and
long-range plans for system development. N ‘

Response to emergency system needs resulting from State or Federal mandates.
Selection of all projects to be undertaken and approval of their time frame.

Detarmination of project priorities, .selecting alternatives for implemen‘ta’tion of single
applications or choosing from among a list of competing applications. ' .

Approval of specific proposals foracquisition of majoritems ofdata processing equipme'nt. -
Resolution of functional interface and territorial conflicts.

Establishment of a proper project structure. )

Establishment of a managément control document listing the various\,\decisign items,

checkpoints, and signotfs needed for the project. '

® Oversight of activities completed®n time and within budget and establishment of accoun-
tability and_corrective action plan for missed target dates. ) : -

® Review of project progress and determination of whether projects should progress to the )
next phase or be abandoned. . -

’

The long-term plan for systems development should define the individual systems, subsys-
tems, and the interfaces and should facilitate the development and integration of individual
systezs through the framework provided. The master plan also constrains development by its
defin® boundaries and interfaces. A plan facilitates the gradual progressive development of
systems that fit together well at the least possible cost. While many human service agencies
have established /successful systems without even an idea of a master plan, .this is more
difficult and problematic today with the increased number of systems and the growing

shortage of funds.

¥

Irestablishing priorities and selecting projects, management must consider the preliminary
cost-benefit analysis and payback, anticipated impact on the organization, congistency with
the organization’s long-range plans, and compliance with mandates. Management must also
look at the organization's capability to handle the sophistication of the proposed system and
the anticipated cogts for development and operation.

Negative opnsequences occur when executives fail to cope with and control the develop-
ment of automated systems within the organization. The more obvipus characteristics of these/
problems are poorly defined objectives or none at ali, pieceme&developmem of systems
without an overall plan, hurried automation of. major and minor'Wystems; low project team | B
morale, disregard of management's information needs, problem-ridden implementations, and
abandoned systems. Top management's abdication of responsibility far the new infarmation

4
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technology may be the majorcause for automated data processing etforts failing or talling far
short of the organization's expectations. - tL

. 4 ) .
The executive director and his immediate assistant have been the significant executive
actors ‘ih the successful development of systems. Some ©rganizations aré using a senior

executive group to support'tr]e agency head in prioritizing and Jeading system development

efforts. The executive group, sometimes callec a management information systems board or
the department information systems steering board, develops and maintains overall depart-
ment policy on system development and computer hardware acquisitions and approves and
reviews system development projects. Certainly, with the executive's knowledge of the or--
ganization's overall goals, objectives, and plans, it becomes possible to establish system
short- gnhd long-range plans, determine the appropriate levei of data processing expenditurss,
and assign fifancial and staff resources. This planning should follow the overall organiza-

"> tional planning. o .

In a highly centralized organization where final decisions, including budgetary ones, are
made only by the executive director, an executiva group can still play a significant role. The
group could recommend decisions on systems tiat would be optimal for the organization as a
whole and could have considerable impact on the organizational direction in systems and the
tunding and resources allocated. o '

In the tace of political changes and the short tenure of most top executives in human
services at the State level, a steeririg group provides continuity and organizational stability to
long-term system development efforts that requite substantial investments for 5 ormore years.
The group can communigate the value of the development effort for the orgamization to the
new executive and continue to support the provision of the necessary resources.

Executives may need to know about computers and their capabilities’d the processes and.
elements of developing systerns as they assume a leadership role and recognize that informa-
tion systems are not only a technical yndertaking. An involved manager must be informed.
Knowledge of the system development phases and the associated resource requirements and
costs are basic for providing active leadership. The next two sections discuss these areas.

Phases of S‘ysteni Deyelopmenf

Successful planping and implementation of systems depend on an erganizdtion's under-
standing and folloging the fundamental processes—the system developthentphases—thatall
computer projects should go through regardless of system complexity. The phases' are
important for planning, management, and control. The development of automated informa-
tion systems is inherently difficult from inception to operation, and neglecting any process
may have serious consequencés for the end reésult. There are essentially seven progressive
phases for an automated information system:

Needs assessment and requirements analysis,
General design,

Detailed design,

System development, . 0
Installation, ¢ ' .
System .maintenance and operation, and

Evaluation. Bl

4

o

The needs assessrﬁent phase involves study of the problem or need, defines possible
solutions, recommends a feasible course of action, and estimates cost The next two phases,
general design and detailed design, define the requirements for the selected solutions and

13
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translate them into a system with procedures, data dictionany, design of system input and
. output, and the file structure. System input includes equipment needs as well as collection of
data. System output includes reports and inquiry dutput formfts. Design ends with a decision
on the appropriate teohnical solution, and the computer project moves into an execution
phdse—system development and implementation. '

System development is the writing of progran specifications and the testing and documen-
tation of programs, ultimately creating the computer system. Development aiso includes
operations documentation. Installation is the implementation of the system in a real environ-
ment on a trial basis, followed by training in all sites and transition from the old system to the-

-new. Conversion of automated and manual files to the new system is performed. The system
can be im'plem'ented into a production mode after the conversion is cagnplete. Operations is 1
support for the functioning of the production system, and maintenance is the elimination of
faults and problems to help production. To complete the cycle, an evaluation of the sysfem .,

.assesses how waell the system performs from%th the technica& and user perspectives,

" compares operations to the cost and performance Specifications, and itteatifies the necessary
adjustments and changes.. (, e

The early stages are critical, for they establish the scope, structure, timing, and cost of the

new system and set the stage for all subsequent work. Management must avoid the temptation

‘- to move jnto system development too quickly before the design is completed and it is clear

how all parts fit together. Sufficient time for testing and trial implementation of the system is
vital because they help work any system problems prior to full implementation.

The division of system development into these phases is not arbitrary. Each phase has
standard functions leading t4 an increasingly specific description of the new system and,
ultimately, to a greater readiness for the system's operation. If the system is to be effective and
realistic and receive long-term support, management shoutd require, at the conclusion of

/“ each phase, visible end results in the form of a descriptive report on the system and a plan for
rroceeding with costs and resource requirements. Management, users, and technical staff
sholld review and approve, taking time for gecond thbughts, betore the next and usually more

" costly phase of system development is initiated. Two major considerations in approving a
proposal to'move into the next phase are the organization's resource constraints and the
confidence ievei of proposal estimates on time and resources.

Resource Constraints . /

Management must examine the immediate and long-range resource requirements and
assess the organization's resources and constraints prior to proceeding to the next phase pf

- development. Serious drawbacks for continuing a system project are constraints related to
equipmentavailability, financial resources, and/or staff resources for planning, implementing,
and operating the system.

~

The availability of the equipment relates to the existence of computer hardware, the social
service agency's access and claim to computer time controlled by State or local computer
centers, the capability of the computer system to accommodate an additional workload, and
the requirements of a sophisticated social. service information system. Without equipment or
access to the needed computer time, the system cannot function. Therefore, equjpment
constraints must be addressed early by adjusting the system design to operate within the
limitations or by procuring additional equipment,capabilities. The financial defnands of the
computer sytem and its usage are another constraint. Although computer costs are decreas-
ing and the advent of the minicomputer has introduced more economical technology,

_hardware is expensive and computer usage costs are high. These costs begin late in the
design phase and are part of the maintenance cost. '

The development of an information system is heavily dependent upon staff resources
throughout the design process and into system operations. The system development phase is

Al
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especially labor-tntensive Staff may not be availabie internally as a result of external controls
om governmenit staff growth, an organization‘s inability to recruit and retain statf with techni-
cal expertise, or the lack of financial Pesources to cover the costs An alternative to internal
resources Is the use of consultants; however, the financial resources must exist because-a
contractor i1s significantly more costly than internal staff.

1] y

The system development effort must take into account the specific resource constraints in
planning and implementing the system. Agtion is necessary to remove the constraint, or its
existence must be reflected in the system planning. For example, if computer equipment
cannothandle the proposed system, the organization must order new or upgraded equipment
or the development staff must scale ddwn the proposed system to operate within existing
computer capabilities Dealing effectively with constraints requires*management’s recogni-
tion of their existence, study of alternative courses of action, and selection of the best

. alternative The project’s staff mi t then proceed with the development effort in accordarte

with the selected alternative

Estimates
I} . ’

Management should assess the confidence level of the proposal estimates so that,,jn
appfoving the system plan, they are aware of the time and resource risks A |ow level of degil
on the system provides ve.7 uncertain estimates of costs except for the costs associated with
the next phase of development Only at the conclusion of the detailed design can firm
projections be made on system development and tentative projections provided on equipment
requirements to support the new system and on probable operational cost. The complexity of_
the proposed system increases the uncertainty of projections while the organization's experi-
ence with comparable system development increases the likelihood of accuracy As a greater
level of detail becomes available from later phases in the project, management should require
that estimates be reevaluated and revised In terms of cost and time

7oa

Estimates are difficult and time consuming and should be handled by the most experienced
staff Since estimates drain valuable staff time often needed for other work, they should be

“completed to the level of detall necessary and possible Management should request only an

approximation when this I1s sufficient .

Some rough methods exist for judging estimates One approach Is studying theexperiences
of other systems similar in content, complexity. and volume and using the results to develop or
evaluate the estimates for the new system. Thevalue of other experiences, however, has limits
because of the unique character of social service information systems and the important
differences in the computer environment An alternasive method 1s requesting an independent
review of the original estimates A second opinion is leverage for making the first estimate as
thorough and accurate as possible It also may offer different costs and time frameg that help
in judging the rehiability of the original figures and that indicate the potential range From this,
management has a firmer basis for approving or rejecting all or part of the proposed system

#

Approval to Proceed

Management's approval takes into account the system's value and the orgamz’gtlon's ability
to aftford the system Any risks and uncertain factors in the predictions of resoutce require-
ments. cost. and time for the system development effort must also be considered Manage-
ment can generally regard estimates as accurate for the next phase of development and as
“ballpark’ figures for the following two phases

Management may not be‘able to make a long-term commitment to implement the system,
particularly if funding 1s very limited, until the conclusion of the system design The system
design work provides a relatively complete projection of development and operations costs. It
also offers a conclusive cost-benefit analysis report, which gives management better informa-
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*i'o'n to judge the&'importance of continuiﬁg the project. The final decision may be to proceed
ith the project as proposed, reduce the scope, or end the effort

To provide managemﬁa greater understanding of thé costissyes so critical for beginning
and maintaining a system, the next section discusses costs asgociated with each system,
development phase and potential cost overruns. These must be weighed in giving approval to
system'éfforts and later must be controlled to prevent data processing services from exceed-

tng available funds.

" ing elsewhere.

Costs bf; System Development

The high level of funding required for developing an automated system makes the budget a
critical factor in light of the increasing cutbacks on social service funds. Plan ning for a system
within the organiization's budget and keeping the development and operation expenditures to
a minimum requires management’s fuli understa’ndmg of the different experise areas.of a
system and thé variables that increase or reduce costs The consequences of poor financial
plafning may be abandonment of the system or reduction In parts of the system

The major ty_bes of costs for a system from planning through operatsori are

® personnel costs for designing and developing the system and for its impiementation and
maintenance, v ] \

® hardware costs, and .
. computer-pro?essmg costé S

The costin each areavaries significantly depending on many factors: the system develdpment
phase, shaung the computer with other systems and organizations, whether the system has
totally centralized equipment or is decentralized with computer terminalis and/or printers, the
experience level of staff, the use of contractors and the company's experience with the sySten(
being developed, the pace of system development, and building a system “from scratch'" as
opposed to transferring the concepts or the forms/reports/computer structure of one operat-

3

The cost fot building a similar system is the same for small and largée organizations because
the design and development efforts require the same levei of support This gives larger
organizations a greater economy of scale and encourages smaller ones to borrow systems
from other States On the other hand, training, conversion, and other implementation costs
are proportionate to the size of the organization as well as to the operationai costs of the
system

The system development phases have different costs and vary In their. financial demands. -
The least costly phases are requitements analysis and general design, followed by the detailed
design. They nfay require high-level expertise for designing parts of the system, but costs
relate primarily-fo systems analysts and user staff On the other hand, the systems develop-
ment phase is labor-intensive with systems analysts, programmers, other technical statf, and
uséy staff, and also requires significant computer time for programming and testing the new
system. The installation phase has multiple costs related to changing from one system to
another, the publication.of new procedural manuals, procurement of worker tools and forms,
user personnel for training staff who will'uge the new system, technical personnel for resolving
problems and maintaining the system, and finally equipment and computer usage costs. The

* operations and maintenance costs are the ongoing technical and user personnel required for

support and the production system's utilization of equipment and computer time. Evaluations
require technical a?d user personnel time and often lead to the identification of some changes
in the system and<new development work

~ Sharing the computer with other syggems and organizations can distribute costs propor-
tionately to users and reduce expenses The lack of control and possible low priority on a

~
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central computer facility cQuld cause access problems and increase other costs. A decen-_
tralized system with onlineacapabilities brings additional costs for the terminals, printers,
telecommunication lines, other related equipment, additional computer usage for software
and application programs, and costly security and backup data-r¥covery procedures.

The experience level of staff and their technical expertise also affects cost. Unless personnel

‘ have expertise corresponding to thé complexity of the system development effort, the trial-

and-error experiences bringing staff to the required technical level may increase the cost of

the system development effo he performance |evel of staff ma} be a serious constraining
factor, and their inexperience and mistakgs may make the system unaffordable

Contractors areé expensive, but the costtnay be offset when they have greater expertise than
internal gtatf and cando the work in less time. The contractors’ knowledge of social services is
invaluable for the first three phases and their basic technical expertise is of greaterimportanc
In system development and installation phases .

The pace of system development relates to the amount of time given to planning and
implementing the new system The time can be shorter or longer- short time frames usually

" requireg moreresources and higher costs fora briefer period, and vice versa Alongerschedule

may be preferable where resource and tunding problems exist

The last factor affecting cost is building a system from “'scratch " Starting the development
of a system from ""'ground zero’ is the most costly approach Studying existing comparable
systems, mbdeling the new system on an existing one, or transferring and utilizing actual

, computer des:gn documents and other products of an existing system can reduce develop-

ment costs. Study offers the ieast savings, transferring the computer design, the most

.Cost Overruns . -

Cost overruns are a frequent problem and appear to be the rule in the development of most
systems The major causes relate o the following areas
Managing and planning the project,
Design of the systern, B ‘
Accoémmogation of §ystem changes. :
Poor programming procedures and techniques, . ¢
Decisionmaking and approval p'r'ocesses‘
Equipment availability, and *
e Greater utilization of the system than anticipated

Management needs to be alert to these cost risks to redugge them to the extent pogsible and to
have some allowance foraccommodating the unanticipated. Poor management and planning
can cause costs to exceed projections Where management does not have.tight control over
project activities, work may not be_completed on a timely basis Poor planning involves
underestimating (or even overestimating) the time required to complete work, uneealistically
appraising staffs' capabilities to perform, and/or failing to jdentify all resource requirpments.
These problems can cause schedule delays and'increase the personnel costs for completing
the work If the project i1s under a tight time frame, it may be necessary to obtain additional,
more expensive resources to finish the work or, otherwise, shortcut parts and reduce the
Quality of the effort?$ ’ .

Cost estimates gften-focus on the analyst and programming support required and do not
take into account othgr personnel requirements The completion of the project requires much
user assistance such as test case development. user guide preparation and training, and
technical support for such areas as conversion, equipment instaliation, and data entry
Managementis later unpleasantiy surprised at the unexpected demands the system places on
the organization and the adverse impactthat it has on the performance of regular functions In
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fact, the costs for support activities required to implement the system may exceed the cost of
systems analysts and programmers. , . . ;

Design problems relate to poor definition of the system in the requirements analysis and

design phases. A poor gesign increases the system changes required. New dimensions of the

, system or gaps may be uncovered and parts of the system may require a substantial redésign.

Any changes that occur that were not anticipgted in the design effort need to beincluded in the

system. The adverse effects are extension of the time and additional personnel costs to

complete the design. In the maintenance phase, poor design causes mefficiency from tie
standpoint of computer usage that can significantly affect the cost for running the systern.

\‘

~ Thetiming for accommodating sysfem changes can affect césts. Asfigure 1showg, the cost .

for incorporating and ogrrecting design problems is lower in the éarly phases of tfe project.

The ebviousimplication’s that changes should be made as early as possible. While incorporqt-

ing change increases costs, deldying system change raises the long-term costs because |ate

changes require more modifications to the past system work. However, at a certain point a

§  design freeze is necessary because further system changes wili delay conclusion of the

. planning or implementation time frames and increase the development costs for personnel.

To avoid cost overruns and obtain an operational system, itis imperative to postpone tHese

changes until the system i1s implemented. These system changes can become part of those
made after the formal evaluation process of the pilots and full instaliation

Figure 1
.+ Relative Cost To Make System Changes -
and To Fix gn Error
. by System Development Phase
~ «
100 N
]
3
.
0
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The accessibility of the computer for the system development phase can increase costs If
technical staHf experience delays in access to the computer when programming and testing is
in progress, they can become idie and thereby require more elapsed time for completing work,
resulting in higher costs

The system development phase Is costly not only for intensive technical staffing require-

ments but aiso for computer usage in developing programs and testing the system The latter

- costis often hidden although the computer usage charges could be in excess of the contrac-

44al support costs for the same time period Poor programming procedures and techniques
rapidly escalate costs beyond thetr normal levels These poortechniques may aiso create an
operating system that is inefficient in using computer time and increases operational costs

The approval process invoives signoff by management on significant interim and final
products of each phase and signoff by users and technicai statf on system components related
to their responsibilities Whiie these approvals are essential for assuring the quality of the
system work and continuing the effort, any delays in reviewing and signing off can cause both

idle and lost time and increased costs in the system development etfort Delays or reyersalsin
5 other decmonmakmg areagcan hpve the same effect. insuring along development effort with
higher costs

The operational system can also incur higher costs in relation to the computer’'s accessibil-
ity patticularly with online systems Slow system response time increases the time required to
perforr)} certain functions (data entry, data retrieval) and therefore increases statf require-
ments Forexample, a 2-minute delay in entering needed data rather than 10 seconds for each
incident accumulates and requires additional staff'support The operational costs can be
higher than anticipated when the volume of system reporting exceeds predictions because of
poor planning or the sgaff's greater acceptance and upe of the system Worker reporting may
increase {even doubld), inquiries mhy occur more frequently, and users may request more
special reports from the computer These increases affegt computer use and costs, but also
redquire gdditional techmc?(and other $upport staff and affect administrative costs *

Effective management and planning is a key to overall reduction of costs and time in the
development of a system The next section examines the critical importance of project
management

:
\

b . ¢
Prgject Mapagement

The establishment of a project structure Is the first step in initiating a system development
effort Top management must set forth the formal structure defining roles, responsibilities.
and authority. and recognizing the major organizational units invoived The initial project
leadership may come from the user side or data processing, provided that the leader has a
good understanding of both the user operatioa and automated systems combined with strong
commitment to the project Traditional leadership usually has come from data processing:
however, the user has wﬂate responsibility for the success of the system, and appreciation

h

of the leadership role e user 1S growing
L4 -

System leadership 1s critical for bringing an informaton systerh project through the inevita-
ble abundance of 1ssues and through the formally structured system development cycle with
major documents completed and the system successfully implemented The demands for this

™ effort, which increase with complex systems, glearly point to the need for at least one strong
individual The leader must have many skriig#s well as the respect of top management The
person must be able to assess accurately the political environment encornpassing system
development and to get attention from top management for establlshmg ahigh priority for t
effort and for obtammg needed resources Decisionmaking capabilittes are anotheg requir,
ment that involves understanding who makes what type of decisions afd serving as a centfal
point to make decisions, force them at1ower levels. or obtain them at higher levels-._
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Preferably, ieadership exists on both data processing and user sides, with a mutually
- supportive leadership effort from both users and data precessing. Users may have the primary \
lead in planning and implementing the system and data processing may take the lead in the
. 8ystem development phase. The quality of leadership rather than tilFocation’is the more
" important_fagtor. - /-/

Generally, the leader is the ptoject director and the focal position on the project who gives
day-to-day leadership and specific directions for creating the system. The director's respon-
sibilities.are to plan the dgvelopment effort, estimate the resouroce requirements and costs,
and exercise direction,and control over the use of resources and time in the process of :

-completing the system work. . ‘l )

The project direc%o}, with the support and guidance of management, must establish the new

.project structure, insuring a clear description of the authority, responsibility, and accountabil-

ity of all staff so that developfnent work can proceed in an active and orderly fashion. Fermal

" communication channels must be developed to insure the proper information How to man-
agement and within the project. ; !

- The following areas should be considered in building the project structure and carrying out
the system work effectively: \ ‘ .

e Team effort, - 4
e Decisionmaking, ‘ .

® Planning, ' \
® Project control, and

® Quality assurance.

All areas interrelate, but each is discussed separately.

Team Effort ..

Planning and implementing the information system requires team effort and the blending of
muitiple skills under strong leadership and project direction. The primary contributing mem-
bers of the development team are’ ' )

¢ the project director, ) )

e systems analysts, 'Y
® programmers, and . -

® users. - '

*

’
”

Many cumulative ‘skills—both general and technical—are needed of the project team.
Management, supervisory, and cqgmmunications skills are basic for directing the project and
leading the implementation of the system. Planning skills help in preparing*work plans and
setting realistic time frarmes, and resqurcefUlness insures getting staff needed before and after
implementation to carry out the plan with the least cost. Coordingging and integrative skills
insure involvement of all appropriate organizational units. Strong analytical ability_combineg
with creativity are important for designing a workable, meanihgful system.

Negotiation #kills are useful to bring about consensus and decisions where disagreement
exist. Strong computer skills are essential for designing and programming-a technical
feasible and-economical system that is also suitable for the users. Good communication skills v
are important for building, documenting, and training on the system: training skills are
necessary for implementing the system. . . $

The project director is the manager of the project and may come from the technical or the
data processing side, as already discussed. If the director is from the user side, a technical




project manager Is usually designated to lead the data processing side of the system effort
Strong management, supervisory. planning, and communications functions are essential to
lead the project and must not be sacrificed to the technical work demands’of the development
effort The director is critical for carrying out project controls and quality assurance efforts
and for reporting project status. bringing up major 1ssues, and presenting final preducts and
work plans to management Heavy management demands exist Iin the installation phase for

# directing and sequencing many concurrent technical and user-oriented activities At the
maintenance and operational phase. lead persons are usually designated from ‘both the
te¢hnical and user sides

The systems analyst 1s involved throughout the life of the project, working with managers
and users to define system needs and design the automated system from conceptual system
definition to-detailed system design The analyst also works with the computer programmer
and user to'implement the system by supervising the programmer. overseeing the testing,
obtaining the necessary computer equipment, and partictpating in the instaltation of the'new
system Some analyst support 1s also necessary for the maintenance of the system

The computer programmer begins in the system development phase He works with the
detailed program specification produced to design and code computer programs and then
tests and documents each program and the interrelationship of programs The programmer
also continues to provide some support when the system is in the rgpntenance phase

The users play a significant role In all system development phases. which s the subject of
disdussion in the next chapter Some users are participants on the project team, but most are
contributors to the system effort The most extensive involvement occyrs during the require-
ments analysts and general design phases when users participagte in defining desigr require-
ments and reviewing and accepting the proposed system Users also have an active role in the
implementation phases. participating in the testing of the systemt. planning the installation,
and carrying out the training In the maintenance and operation phase they handle user
problems requests for information. and periodic training

The installation of the system brings additional and different personnel into the project
‘effort as the system shifts to becoming another operational automated system in the organi-
zation These personnel run the computer system and the entry and control of the data They
are not mtembers of the projectteam. but carry on theresults of the system development effort
s

The project director brings togethef the different skills to create a team effort and to
maximize each member s contribution in developing the system Atthe same time, thedirector -
mustinsure that each member has a clear job assignment forwhich he can be held accounta-
ble Because few organizations have an abundance of trained’ effective, and available staff, it
1S necessary to find ways to use all team members as efficiently as possible All staff need to
work collaboratively on their interrelated tasks and appreciate the importance of getting work
done on time and within budget .

[

Decisionmaking ‘

-

The need for ctear and definitive decisionmaking is a critical requirement for completing a
system on time A gomplex system may require 12,000 or more decisions that are urgent or
important Decisions need to be made as rapidiy as feasible Once the decision is made, it
needs to be respected and followed not reversed

The project should have rules regarding the specific period of time within which reviewers
must signoff on a product The rules should include a default clause that allows the project to
move ahead with its own design if the manager or other user does not meet the deadline The
greatest source of delay in systems development efforts is getting the many people involved in
decisionmaking Within the organization to reach agreement Such a rule forces agreement
and closure because the staff does not want tp forfen/the right to comment Consistent




enforcement of this provision and holding to a tight timetat;le produces timely responses;
forcing issues to be resolved and forcing people to compromise on their requirements. It is
necessary to apply the same rule to user groups. .

The decisionmakiftg process should be delineated. All participants in building the system
should know how decisions are made, when they are made, and who has the final say As many
decisions as feasible should be delegated. The project director or another key person should
be identified as the central point for handling problemafic decisieefs.

;Iannlng

Planning is essential to the successful completion of each development phase and to the
implementation of the system. Planning proceeds from the proposals and time and resource

n

estimates presented and approved by management in the preceding dévelopment phase. A .

good plan should indicate the schedule for completing the major products and show the
associated work with time frames realistic for the resources available.

Management needs aplan indicating activities and milestone products and dates to oversee‘

thwe progress of the project, while the project manager requires a detailed plan at the task level
to direct and monitor accomplishment of the work. The specific content of theé plan should
reflect the follewing.

-® The major activities necessary to complete the development phase(s). i -
* The specific tasks related to the activities and their dependencies,
® Resources and time requirements,
® Pearsons responsible for completing tasks and activities, and
® Review points for detailing the s:chedule

The activities should be broken into manageable task units. Generally, the specific tasks
cannot be completely detailed and scheduled more than several weeks in advance Activities
should remain fixed and on schedule, with further detail added prior to beginning a new
activity Assignments should be organized to insure accountability. A good plan with realistic
target dates is essential for implementing effective controls to keep a project on schedule.

Project Control

Controlis the oversight of the project's performance of planned activities for the purpose of
maintaining the effort on schedule and identifying problems in time for management to
correctthem The need for tight management controls is critical for data processing projects,
given their traditional notoriety for cost overruns and failure to meet deadlines, causing
management and user disillusionment. Management and the project director mush not as-
sume that everything is on schedule, but must utilize a control system to confirm and insure
that it is.

The control processes involve (a) comparing and monitoring the completion of tasks and
activities in relation to the plan and work schedule, (b) assessing what remains to be done, (c)
evaluating the causds of any significant deviations from the plan and possible alternative
actions, and (d) correcting, to the extent possible, any unfavorablésituation. Early completion
of tasks and activities may also offer an opportunity to complete other tasks sooner and gain
time for any unforeseen problem white holding to the overail schedule.

The proleWor. supported by management, must create the work environment that
challenges individuals to their bestperformance and simultaneously encourages honest
reporting of accomplishments and problems without risk of retribution or reprimand. Double
management messages implied by ‘Let me know if problems occur’’ and ‘‘The work is still on
schedule, isn't it?"" cause problems to fester beneath the surface until it is too late for
management to do anything but delay theé schedule. In a supportive environment, regular

22
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status reports should bring out schedule deviations and potential problems. Statf should be
encouraged angd expected to report: <

. ® any problem and cause, . ' L)

¢ expected impact (schedule, budéet. resources, other),
¢ action taken or recommended and its likely results, and
¢ what top management can do. >

These control activities allow the director to have information and solutions soon enough to
correct many situations and keep the project on schedule and within budget, but, realistically,
problems overwhelm the system development effort at certain points for many rgasons, as
discussed in the section on cost overruns’ As problems occur, the general tendency is to
adjust the schedule and provide greater resources, but it is also necessary to examine critically
the project director’'s performance. The change needed may be in the project tirector, not in
the pian. ‘ -

Quality Assurange
A}

Another dimension of control is evaluating the quality of the 'systems work as parts are
completed. This invoives analyzing the accuracy of the-system design, confirming consistency
between the computer program design and the specifications in the detailed design, uncover-
ing logic and coding errors in program design, reviewing for efficient processing logic, and
insuring the completeness of work products. Early detection of errors, deviations, and incon-
sidtencies within the work product or in its assumptions and representation of the user
environment allows quick, inexpensive correction of problems that might not otherwise be
identified until systems testing or operation in a pilot site

Pennsylvania uses a review strategy called “structured walk through' during different
phases of the system project to critique the system products of all technical staff, from most
senior to most junior Generally itinvolves a 1- to 2-hour review session for each work product
with four to six people who have an interest in the product and are etfective at identifying
problems. Geflerally, the reviewers are members of the project team and may include a user
representative. The walk through follows a standard process. Reviewers read the material

‘prior to the meeting and comment on the completeness, accuracy, and general quality of the

work product. At the meetirlg, they express major concerns and identify areas for potential
followup The reviewee then gives a brief tutorial overview of the product and walks the
reviewers through the work in a step-by-step fashion that simulates the function under
investigation He attempts to take the reviewers through the material in enough detail so that
the major concerns that were expressed earlier in the meeting are either explained away or -
brought into focus. Typically, new thoughts and concerns arise during this ‘‘manual execu-
tion” of the function, and the easuing discussion of these points crystallizes everyone's
thinking. Signiticant factors that require action dre documented as they emerge, and this
record becomes an action list for the individual whose product is under review (Pennsylvania
Department of Public Welfare, 1980, pp.4-31). .

Other methods may work as well. In Virginia, one quality assurance method employed for a
sacial services information system was to have users review system specifications to verify
accuracy within each specification and overall consistency. They documented all identified
problems and, before giving the user-approval on detailed design documents, they checked on
the correction of all problems. )

Management should insure that the System development effort has and applies formal
methods for insuring the accuracy and quality of the system work. The review checks sheuld
occur during the course of development phases and not just at their conclusion. These
methods not only improve the system products but give managément greater guarantees of
quality work. By early identification and correction of problems, they help to contain costs.

<3
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The next section discusses the use of consJIt}nts Often, organizations turn to consulting
firms to obtain the statf resources required to design and develop a system. Therefore, it is
portant to look at their place in the systems development effort. ~

The Use of Consultants

A major decision for an organization is whether to use their own staff to build and implement
the system or to contract with a consuiting firm for one or more phases of the system
development effort. Consultants tan be valuable under the proper circumstances for their
technical assistance or leadership, which is often outside the expertise of agencies, and for
their staff support during the peak-load periods to carry the system project to conclusion

Many social service organizations use consultants for the design and system development
phases. The contractor’s role ranges from assuming full responsibility for completing the total
system from the requirements analysis phase through installation, to providing a single
individual to be part of the organization's project teanf~preferably, the organization assumes
responsibility for doing as much of the system deve, ent work as possible, reducing the
use of consultants as the organization gains greater capability for maintaining the system
Often the reality of available experts and resources, however, forees the organization to Seek

-consultant support. To make effective use of consultants and to avoid the typical consultant
problems of poor products, it is important to understand how to select consultants and how to
manage the contractor's support .

How To Select Consultants

v

v
The right firm 1s of great value, the wrong one can create tremendous problenis Several
types of consultants exist: freelance individuals with Special skills, small firms with specialists,
and larger diversified consultant firms System development projects giving a major role to
consultants for a large system require a firm with much experience and sufficient resources.

The normal method of obtaining a contr'}cc’tor is through the preparation of a request for
proposal (RFP) and the use of competitive fidding. Requesting several bids helps insure that
the organization is contracting for projects at the lowest cost consistent with the consultant's
abllity to deliver a quality product. Generally, 6 months are necessary for concluding the
procurement process, from the preparation of the RFP to the initial start of the contractor.

The RPF sent to prospective contractors is an important document because it sets the
parameters for the development of the project in terms of the phase(s) of development and the
nature of the system. The requests for work in the early phases require less description of the
system, but later phases need the complete documentation available so that the vendor can
adequately prepare his bid and the organization can evaluate the company's capability to
provide the needed services. The RFP should cover the following areas:
® procurement scope,
® requirements and conditions to be placed on the contractor,
® proposal specifications, '
® procurement schedule and selection process, and
® descriptive appendices. ] -

The general background of the project is also helpful in understanding the history of the
project and the currgnt status of the work.

The procurement scope specifies the specific tasks to be performed and within what time
frame, the existénce of constraints (hardware, interface requirements with other systems,

\
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etc.), the organization’s prolc;& management and control structure, the resources available to
the project, and finally the position of the contractor in the project structure If the procure-
ment scope involves the contractor in assuming responsibility for one of the development
phases, promises of the organization’s staff support should be given cautiously so that the
congractor cannot use lack of resources as an excuse for not completing work on time. ,

This sestlon of the RFP should also indicate 'the terms of the contract.

® time and materials, -
® time and materials with an upper imit, or
® fixed price .

L ]

"Time and matenals' refers to paying the consultant for all time allocated to the roject at the
vendor’'s rates and all other expenses incurred, no imit exists on reimbur#ment to the
contractor, and the price connection to the end product is loose. ' Time and materials with an
upper limit" 1s similar, however, costs more closely relate to the product provided, and
expenses incurred above a certain limit are not reimbursed The tixed-price contract estab-
ishes a direct relationship between product and costs; essentially, the contractor promises to
deliver a product at a fixed cost and cannot change the price evensghough it turns out to be
moreorless For any fixed - price contract, the contractor does only those tasks outlined in the
RFP, other work has to be covered through a time and materials clause or an amendment to
the contract. Consuitants prefer "'time and materials" because it minimizes the risk of lost
tncome; fixed price increases the danger. Organizations should go with the fixed price only
when the requested product is fully defined and the contractor carries full responsibility for
the effort Otherwise, the contrastor may shortchange the work to keep costs within the fixed
amount and relations between the consultant and organiaation's staff may deteriorate.

In the RFP process, the organization holds the greatest power and staff should use it by
defining in the RFP. and requesting a prospective contractor's agreement to, the conditions
and requirements that will become part of the contract. The requirements and conditions
should give the ogganization strong controls over the contractor's performance and provide
protection for the proper completion of products Unless an acceptable reason is provided,
any contractor not willing to meet the conditions should be automatically disqualified

The proposal section of the RFP requests information on corporate capabilities and refer-
ences, the company's plan to carry out the project, the approach in managing the project, the
staff plan showing individual agreements to project tasks, staff capabilities (indicated through
charts on levels of different relevant experiences and resumes in a sgecitjed format), and
finally the cost proposal. The RFP should require mandatory minimum 8kills and provisions
The corporate references are valuable for confirming the bidder's past successes and uncov-
ering potential problems

The procurement schedule and selection process concern information on key events (bid-
ders’ conference, due dates, gward of contract) and a summary of the evaluation process and
critera for judging proposals The appendices should summarize information available and
useful to bidders,in understanding the project, such as the work already completed and
technical requirements This information enables the bidder to prepare a proposal more
directly related to the neﬁg of the organization

The evaluation relates to the nature and scope of the work to be performed and to the
contractor's role in the project Requests for supplemental technical support require a
straightforward assessment of the proposed individual's technical abilities, related to the
specific work to be performed Consultant supportinvolving the management of a project, as
well as technical statf support, require more careful study This involves evaluating manage-
ment and planning skills, corporate and proposed individuals' experiences and success
records in designing and implementing comparable systems, technical expertise, their under-
standing of the proposed project work and plan to complete such, and, finally, the competi-
tiveness of the cost proposal Cost should not be the sole or primary factor in selacting a
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contractor. The final selection should come after careful consideratiort all bidders. If none
appears qualified to undertake the work, the bidding process should be started again rather
than awarding the contract to an ‘unqualified firm.

Managing the Contractor’s Support

Only the organization’s active management of the contractor's support can guarantee that
the services are satistactory and the products valuable. The first step toward this is manage-
ment’'s insuring that consuitants are fully aware of their obligations and responsibilities. The
capability to hoid consuitants accountable for their performance and to control the cost of
these activities comes from the contract and its explicit provisions of control.

The contract should include statements governing (1) the scope and nature of services to be
provided by the consuitant, (2) the responsibilities of and resources to be provided by both
parties to the contract, (3) the project schedule, (4) the method, schedule, and total amount of
payment, (5) the procedures for amending or cancelling the contract, (6)'the procedures for
resolving disputes about the contract, and (7) the provision for withhoiding final payment untii
the contracting agency is fully satisfied with the project resuits Other more specific provisions
that strengthen the organization’'s control over the contractor are

® onsite requirements for personnel,

¢ commitment aof personnel for the duration of the project uniess the organization has given
written approval for divergion of staff or resignation has occutred,

® ability of the organization to request removal of any or all individuais,

training of the contractor’s new personnel at the contractor's expense and not the organiza-
tion's,

tralmng of the staff on equipment as the responsibility of the contractor
specific timetable for.all major delwerables
specific arrangements for organlzatlon s approval of the contractor's deliverables,

fiscal penaities if the products are not delivered on time because of the actions of the
contractor or if the product is not satisfactory,

® ability of the organization to review any and all &ocuments of the contractor's staff,

® estimates of computer charges for system development and potentlal penalty if overage
occurs,

® correction of program errors within 2 weeks of written notice,

organization's ability to increase or decrease task requirements and corresponding
charges,

contractor agreement to use the organization's documentation standards.

contractor observation of confidentiaiity standards of the organization,

methods for resolving disputes,

conditions under which the-organization may cancel the contract,

restriction of the use of design materials by the contractor with other orgamzatlons and
restriction ot the contractor to hire staff from the organization

As mentioned before, the organization hoids the most power during the RFP process. This
leverage is lessened once the contract is signed. Any contract items not included in the RFP
could be subject to intense negotiations by the contractor. All later agreements and under-

standings should be put into writing and, if they aftfect the clauses of the contract. the
organization should develop amendments.

»~ Control of the contract also depends on a clear definition of the work The most common

problem in contract administration is the use of vague project specifications that do not

clearly establish what the consuitant 1s to accomplish Vague contract provisions are of little )
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value in providing direction to the consultant and lessen the contract’s legal value as a means
of protecting the organization’s interests. :

The statement of work shouldinclude the scope and specific tasks, products anddelivera-
bles. and the contractor's degree of responisibility. The frequency and method of reporting

" accomplishments should also be included. -

A poor contract can.also cause the relationship between the State and the contractor to
become acrimonious as they interpret the clauses of the contract and debate its significance.
With a good contract, the organization should have a greater possibility of setting a positive
tone and achieving the desired products. . ’

The one group receiving little attention in this chapter is the user. The next chapter focuses
completely on the role of users and their leadership roie in the systems development effort.

>
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lll. Involvement of the User .

The successful development, operation, and ytization of an informatign system require
cooperative and constructive involvement of users throughout the life of the system. Without
this involvement, significant problems are likely to be encountered at many points but notably
atimplementation when the design flaws become exident and revamping is costly. Following a .
discussion of the specific benefits derived from user involvement, the chapter recommends,a
formal structure for involvement that presents many significant roles for users and their
contribution to each fzstem development phase -

/’

Benefits, of Involvement

The involvement of users brings many benefits to the de‘velopment of g system including
designing the right system for the user, controiling and validating the accuracy of the system
at different.points, and establishing an understanding and asceptance of the systems

Information needs and their relative importance are difficult to determine and moredifficult
to combine into a realisti¥ system. Involvement provides the most important method for
ascertaining these needs and judging the design's feasibility and its compatibility with the
user's environment. This ts summarized by one user’s reason for involvement, ‘‘to keep the
gonsultants honest.” The extent of involvement is a probable indicator of how well users have
had. their needs represented, heard, and addressed.

" Involvement s also a control mechanism on the accuracy of the system. Through their

« review and approval process, users confirm the validity of the needs assessment arid planning
documents describing the organization’s problems and offering solutions. Then, at the end of
the development phase, their testing the system verifies the integrity of its operation and %
assesses the readiness either for a pilot test in a real environment or for overall installation.
These control points can save the organizatiod a substantial investment in system develop-
ment or installation by preventing a premature and unwise progression to the next phase of
development. . &

User involvement also develops interest’in ?he system, gives affected persons an under-
standing of what the system will do and what new methods are being sought and why, and
reduces unfounded fears. These factors significantly reduce resistance to implementation
and incredse the probability of acceptance and effective utilization of the system. Otherwise,
at implementation, thg users might strongly voice disapproval and express antagonism to-
ward the system. Di oval and antagonism are difficult to address and can cause installa-
tion trainers to shift focus from teaching to persuading and cajoling staff to work with the
new system. The invGlvement of management brings their support and commitment to the
system’s success and increases their willingness to allocate the nNecessary resources at the
appropriate time.

Involvement may have even greater importance for centralized systems developed in a
State-supervised/locally administered environment. It provides the basis for building a con-
sensus and widespread acceptance and reduces the possibility of local rejection of the
system.

The method, quality, and quantity of user participation affect benefits derived from involve-
ment. A new role for users is discussed in the next section.
V3




X

User Leadership
roe

Users can have many different roles that can be valuable to an information system project.
There is growing recognition of the need for the user to have a prominent position during all
phases of systems development. This is necessary to achieve more completely the representa-
tion of the needs of the user organization and to complement the analyst bias toward creating
a design reiated more to the system'’s efficient use of the computer rather than the user's
needs. Social service programs have many complexities that are considerably difficult for the
analyst to understand and design into a system, particularly where the focus is on manage-
ment information requirements. The user can acquire sufficient knowledge of the computer
and system development methogs to have an effective role in the project more quickly than'an
ahalyst can understand service programs and the related management decisionmaking
necessary for developing an effective system.

Traditionally, the user's role has been limited to individual consultation with the systems
analyst and participation in an advisory group. Now organizations are appointing full-time
user advocates for systems and in some cases establishing a user department.

User leadership for system projécts requires the appointment of at |east one full-time
person, the user advocate, who has the right combination of knowledge and skills. The person
should be knowledgeable about the organization and its social service programs and be in
fouch with what is happening at the diverse levels from the field worker to executive manager.
An understanding of computers and system development methods is a desirable background,
but, unfortunately, few in social services have this. At a minimum, the person should ap-
preeiate the value of computers for social services and be willing to be trained in basic data
processing. The user leadership role will also require logic and analysis, planning, interper-
sonal relations, and management skills for carrying out the user/advocacy work. Obviously,
the appointment of the user advocates cannot be a dumping ground for incompetents, but
mt‘. be for the more competent and highly regarded staff members.

The user advocate can have a number of roles depending on the organization’'s preferences.
These roles include: N
mobilizer of user involvement, -
liaison between users and data processing staff,
user spokesperson and decisionmaker,
troubleshooter,

'information systems consultant, and
e director of user efforts.. ¢ /
In selecting the appropriate roles for the organization’s user advocates, management must

define the corresponding authority to be exercised, the interfaces with data systems, and the
matters requiring the attention or approval of higher levels.
>

B
Thve user advocate is the mobilizer of the user s participation in the project. The impostance

ofthis involvement has already been discussed. The advocate mustidentity the potential users

of the system at all levels of the organization and determine the method and extent of

involvement feasible within the project schedule. In another section on user groups, the many

options available from single steering committees to multiple user groups and their short-term

or permanent nature are discussed. Whatever involvement strategy is employed, the user

advocate must integrate all activities and bring tdgether the ideas and critiques for proposing-
effective system solutions and incorporating them into the system development effort.

Another role for the user advocate isthe liaison between the users and data processing staff,
to facilitate communications and provide-the proper interpretation not only of system

P
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capabilities and constraints to the users but also of user needs and priorities to the systems

-analyst. The advocate helps users and managers know what to expect from an automated

system and articulate their requirements. The systems analyst usually works directly with the
users in ciose collaboration with the advocate. The user advocate should review and consoli-
date all user recommendations and requests for consistency, accuracy, clarity, compatibility,
and reasonableness with the complete system requirements and should advise from the user
standpoint on the suitability of different general design strategies. At times the advocate must
work extensively with users to clarify hazy ideas and resolve other problems iuth requests,
some of which may relate to the computer's constraints identified by the analyst For the
analysts, the advocate is a single contact with whom they can address all their questions and
make requests

Getting all levels of users to contribute their best thin
stages of a project, as indicated by figure 2, which depicts vel of user interest by system
developmenf®hase Users tend to feel not only that they e no time to analyze their
information needs, but also that such analysis is not important ariyway because the system Is
In the distant future and may never become a reality Unfortunately, a poor definition of needs
increases the chances of major gaps and system design errors that may be costly to correct if
notidentified until idte in the project In other words, the user's interest Is lowest when the cost
to fix an error or gap 1s lowest. The user advocate oan miodify this attitude or at least offset the
negative situation through vigorous work with theﬁtaff, compelling them to take time to
identify requirements , \

A
A
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"The user advocate also acts as spokesperson for user interest and views and the user
approval point for the project’'s milestone products The spokesperson role involves repre-
senting the user perspective, Insuring Its adequate consideration during the system develop-
ment effort, and pressing data systems to develop a reasonably user-oriented design This
usually requires approving all interim and final system reports and documentation related to
the users On all documents ready for review, the advocate must obtain input from other
appropnate persons to insure a complete appraisal and should base his approval on other
users’ assessments Generally, an acceptance of the document authorizes the work to pro-
ceed to the next step unless management approval Is required

The “troubleshooter’ 1s another role for the user advocate This role generally surfaces at
the time of testing, converting to, installing, and operating a system The information systems
consultantrole begms when the system s operational and users want assistance o retrieving
information from theé computer, analyzing reports, obtaining additional information from the
system, and interpreting its significance.

Directing and organizing all user efforts tor the project involve plannmg the user work,
assessing and requesting user resource requirements, monitoring the users timely comple-
tion of scheduled activities, negotiating agreement among different users, Tesolving conflicts
between different user.areas and between data processing and users, and, finally, briefing
management on key areas The user advocate reports on the project status. recommends
management's approval ‘of work and proceeding to the next phase, requests allocation of
resources. and presents issue papers on programmatic or technical problems for manage-
ment's resolution

Three phases of development—needs assessment design, and installation—require sig-
nificant user leadership and could easily be under the direction of the user advocate Insome
cases, management mawexpand the role of a user director to include overall project responsi-
bility for all or certain phases of the system, limiting data processing to the provision of
technical services as part of the total project’

User Leadership in System Development Phases

The user advocate leads the user effort in all phases of system development, getting users
rnvolved directly as needed. Their knowledge of the organization's structure. spheres of
influence, functions and procedures and their awarenass of currentand future trends provide
a strong baseline of realism for the system that is probably most important™tor.the needs
assessment and planning phase

In the needs assessment and planning phases, the user advocate insures a correct gtate-
ment of the organization’s problems and the development of etfective solutions to address
requirements As a sounding board for design concepts, the advocate and users evaluate and
advise on the suitability and realism of different design strategies Part of this evaluation is
determining the system's fit with the envirgnment and i1ts noninterference with the user's
primary activity They examine the adequacy of reports for present and future needs, the ease
of new input procedures. and other areas relevant to users The benefit of this involvement s
the establishment of a formal document of proposed solutions acceptable to the users,
followed by the validation of the system design Thisvalidationdetermines whether the system
1s ready for the system development phase and prevents apremature investment of substantial
resources

As the information system project moves into the programming and testing stages of the
system development phase, the user advocate’'s role shifts to resolving unforeseen design
problems and controlling the system’s devetopment in accordance with the previously ap-
proved system specifications Upon.completion of the programming, the advocate partici-

/
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pates in the simulated testing of the system to validate the systern's satisfactory operation. He
also determines its readiness for'a test in a real environment where it I1s possible to judge the
acceptability of thepnewly operating system for fullimplementation This approach insures the
correctness of the system before its costly instaliation. )

The user advocate's testing of the system provides a verification of the system's operation
beyond the verification.of the technical team that produced the system Testing also gives the
user statt the necessary comprehensive understanding of the system essential in the de-

velopment of user guides and training materials.

Concurrent with testing the system, the user advocate is establishing the methodology for
converting to and installing the system, preparing the training pian and user guide materiais,
and setting the schedule for the pilot tests and full installation. The advocate aiso identifies
and handles any necessary preinstallation preparatory work necessary Upon the acceptance
of the new system, the focus Is on its installation and on training all primary persons affected
by the system. .

The user advocate contributes to the maintenance of the system through provision of
regulartraining, answering questions for users, monitoring input and output, and dealing with
probiems that point to8ystem probiems to be tracked down and resolved Unresolved prob-
lems will adversely atfect the credibility of the system and the integrity of the data base:
therefore, it 1s important for the user department to maintain a log documenting all system-
related plblems and their resolutioh This Is essentially the establishment of quality assur-
ance, error control, and troubleshooting processes

Inaddition, the advocate must evaluate the system and identity the need for system changes
supporting their development, and subject them to user acceptance tests Another area of
significance is handling requests for information from the system

~

Methods of Iynvolvement

The user advocacy umit establishes a consistent, user-oriented approach during the de-
‘velopment of the system and provides the structure for other types of involvement. Other
méthods of involvement are information sessions, short-term and long-term user groups for
ditterent management ievels and functional areas, interviews, and lastly, the simulation of a
“fairy-tale” system.

Information-Shaging

Informatior sessions provide basic facts and an opportunity for iimited exchange and
feedback with people and organizations affected in some way by the system An information
session is valuable prior to beginning the design to explain the need and expected approach,
including the involvement of users At the end of the design phase, information-sharing is
necessary to inform people about the proposed solution, whom it atfects, and when it will
happen This avoids the spread of wrong information that can create unnegcessary concerns
The information session should occur prior to the introduction of the system to give advance
notice on the implementation steps and psychologically prepare people for the upcoming
changes Postimplementation sessions provide an opportunity to discuss concerns, obtain
recommendations for the system evaluation, andgive the latest information on the system
status and future directions

User Groups

)
User groups provide a more intensive form of participation that can be structured in many
. differentways. from a single project steering committee to a network of user groups Planning

)

27




the incorporation of user groups into the system development effort requires (1) identitying
the intended users and other groups affected by the system, (2) determining the ideas and
assistance each group could offer in the development, and (3) assessing the need for one or
more growps and their short-term or long-term nature. It is also necessary to consider the
project sChed staff resources to lead the involvement, scope of theq system, and the
uncertainty of the design. s

Unquestionably, involvement brings many immediate and long-range benefits as already
discussed. The project schedule must be developed to.aliqw.time for user involvefhentduring
planning and preimplementation phases; however, system installation dates connected with
legislative or regulatdry mandates may preclude any extensive parti¢ipation, and the adverse
effects will have addressed during the installation and evaluation phases. A user
advocate must ve time available to work with the user group(s). Of couPse, the loss of
time is usually ghore han oﬂset by the instructive critiques and assistance offered by group
members. .

When tha%em has a broad scope gad affects many groups of‘people, more than one user
group is probably .necessary to obtain sufficiently comprehensive and qualitative ideas and
reactions. A system planning effort initiated with much uncertainty about the design needs
greater involvement to shape the system properly

\

. ‘Most user group.involvement is representative rather than total participation Unless the
social service organization is small, the representation strategy is the onty feasible’approach
in structuring groups, but itdoes suffer from the traditional question of "how representative is
representative ' Sound, broad-based input requires at least several of the same group af-
fected by the system, preferably with each member having responsibility to seek the views of
similar staff prior to and after user group meetings. This encourages the surfacing of varied
petspectives and different procedures that exist and should be addressed early rather than
late in system development. User meetings with many staff holding the same position creates
the opportunity for negotiating and concluding on the best strategy. Groups with single

mbers representing différent major interest groups have great difficulty in providing
specific system guidance, fut they may serve as a general sounding board. Foster care and .
child protective servi stems may optain sufficient assistance from only one user group,
while the social service information system may require several due to its broader scope

e

The potential members of user groups for social servite information systems are

caseworkers,

supervisors,

administrative staff of all levels,

finance/accounting staff,

statistical, planning, résearch, and evaluation staff, ~
clerical staff, and

vendor¢

Caseworkers ‘and supervisors are essential group members for all service systems to insure
the system places realistic demands on the worker and offers them “'payofts.” The support of
administrative staft is important for the system to succeed in its objectives. Financial staff are
valuable group members where the service system is handling service or foster care mainte-
nance payments Where it exists, union participation may be useful for the system's accep-
tance by the caseworkers The voluntary sector's heavy involvement in the orgamzatuon 8
service delivery progess may require its mclafslon In user groups as well

The organization’s requests for assistance and challenges to work partly determine the
contributions of the user group(s) to the system development process. Another factor is the
organization’s-desire for genuine participation rather than window-dressing consuitation.
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Where suggestions are not sincerely sought and evaluated and the staff member chairing the
group fears loss of control over the development process, the group will probably remain
silent &nd hostile during the design phase and later fully resist its implementation.

To the extent possible, systems should be a product of joint ideas and labor between the
uasr groups and project staff. The group can assist in developing the design approach and in

-

.carrying out some of the key tasks See figure 3.for typical functions of a user group in the

planning and implementation of systems. The initial approach with the user group may be a
presentdtion of the documents, the data elements, flow of the data collected, and preliminary
isting of the reports that the system might. generate for the service workers and_agency
management Questions and reactions should be encouraged and the agencies should be

. asked to evaluate the documents in terms of their own operations to see if the they will fit with

the agency flow Further activity can involve the group In reviewing more of the materal
designed for the system and providing suggestions

Figure 3

Typlcal Functions of a User Group

Purpose.

The Smuon of the us er group sheil be to Identity supervisor'worker issues regerding the design
ond implementation of the Sociel Service informetion System (88i8) end to meke
recommendetion on these issues end reieted profjiems to the user advocecy stef!.

General Functions:

To be knowledgeebie about the system end to express issues reieted to lmplminuﬂon ond
operetion thet ere of concern to verious types of workers effected by the system

Design Functions:

1 Tounderstand the design, reiate it to the operetion, end identity problems with the design
end needed improvements " '
To provide ideas on possible reporss

To review end test draft forms end recommend chenges

To review screens.

To review end eveiuste preiminery design work of the SIS pro)v‘om

To provide idees to end/or review thg finei products of specielized user groups

To set priorities for the reports needed by egencies

To review the mejor design documents

W N MW N

Pre- and Postimpiementation Functions:

1. To identity potentiel problems releted to implementetion, including the effect of locel
egencies’ uniqueness .

2 To provide input to end to heip gveluete or review user guides end treining piens for each
subsystem of the 88i8

3 To provide input on the test date for each subsystem. )

4 To provide input on the processing of documents in the locel egencies
5 To review the necessity of the reports in eech subsystem,

8 To discuss error reports

7

To discuss worker ettitudes towerd the system, to bring Brobloml to the ettention of the user
advocacy staf! o3 implementation of eech subsystem proceeds, end to meke
Yoo recommendations s to possibie solutions.

8 To essistthe departnrent in communicating impiementation etforts endto provide e core of
knowiedgeebie users ebie to essist in informing other egency statt

9. To review policy end procedurel chenges for their potentiel Impact et the worker level
’
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A management user group may also be necessary to identify specific needs for information,
processing, etc. During the preimplementation period, they could identify the impact of the
new system on staffing patterns, funding- requirements, data management, reporting proce-
dures, training requirements, classification and compensation schedules, etc:, on their operg-
tions. In addition, the management group could assist in drafting nesded policies and proce-
dures of a management nature to insure an orderly transition from a manual to an automated
system. The key to productive user groups is establishing a "‘real issues” agenda. The

*members work during and between meetings. resolving areas of disagreement in the group
setting whenever possible and demonstrating the utilizationof the input. Participation can be
forced by insistently asking questions, presenting alternatives to determine the preferred one,

nd regularly emphasizing the seriousness of their participation. It is also important to match
the tasks with the right functional or thanagement level groups so that members are addres-
sing issues on which they are experts.

Interviews, Consultations

Planning the system requires many interviews and consuiltations that involve considerable
personal engagement in the system development effort The consuitations may occur at the
operational level, working through the handling of finances or the assignment of case num-
bers. Extensive interviews may be part oMsefining social service management reports, helprng
professionals unfamiliar with the value of information to determine reports needed This
individual participation helps promote understanding and acceptance of the system

~Simulation of a Seﬁlce System

Defining requirements for useful automated informalion does not come easilywhen work-
ing with any level of social service statf Simulating a gocial service system i3 a method that
allows users to experience a mock system and expioreland define what they need and what
does not work. Their reactions give an invaluable bgdse for judging the suitability of the
potential system and needs of users and the subseqifent planning of the system -

The State of Georgia used this methodology in dé®gning a child welfare management
information system. The Georgia staff studied the State of New York's, child welfare system
and developed a mock design for users to experience and evaiuate. They trained sélected
groups on the “fairy-tale” system—eventually 250 people —and introduced statf gradually to
the concept of a management information system, a system overview, and, finaily, basic forms
and reports. They increased the staff's knowiedge of what could be available, letting different
management and functional groups experience different aspects of the system in relation te
responsibilities The imagination and futuristic thinking of staff were stirred so that they could
more precisely define what a system should do in Georgia and what particular design
strategies were preferable. .

The intended users of most social service information systems are inexperienced with
having useful information and well-designed systems The fairy-tale system experience in the
early system development phases gives users an opportunity to participate in a novel way,
which can occur independently or in concert with ather user involvement methods

Facilitating or Hindering Factors

4
Organizations are likely to have greater user involvement when agreement on project
objectives comes early and users are thesponsore or major supporters of.the project Facilitat-
ing factors for involvement are a user director and advocacy staff committed to support the
project and approve milestone products, sufficient advance warning to other ysers to obtain
the commitment of their time and effort required at each phase, adequate time &llowed in the
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schedule for consultations and apProvals, reports and presentations on the system's products
that are inteliigible to management and users, and wherever possible, a presentation of
alternative courses of action with sufficient information so that management and users are
permitted to make a choice of direction.

Userinvolvement is marginal in organizations where users have a poorly defined and limited
project role, management does not recognize the importance of the user role. and/or data
processing staffis iniiating-and providing leadership for the project The project schedule can
also inhibit user participation in the project if It lacks user approval points or does not allow
~ time for obtaining and congidering user ideas Data processing staff can also kill eﬁectwe
involvement by hoiding back on the documentation and suddenly submitting a massive
quantity of materials, such as an overwhelming 5,000-page document of system design Poor
communication between data processing staft and users 1S another inhibitor Other factors
negatively affecting user involvement are data processing staff's rejection of many uset
suggestions as not feasible or data processing staff's presentation of material after decisions
have been made ’




Iv. Planning a Social Service
Information System .

The early phases of an informati ystem project are critical because they establish the
need for the system and clarify what the system will do before beginning the costly develop-
ment phase. Planning is important to assess the user requirements and current operations so
that the system design closely meets user needs. If the system objectives and the correspond-
ing functions and products are wrong, no amount of programming can make the system
useful.

" The temptation can be great to leap from Iidentifying the system need to immediately
detailing and programming it, without realizing the disastrous consequences of a poor design.
This chapter describes the interactive process of planring a system, moving through three
levels of design—conceptual, general, and detailed, determining information requirements
and specitying reports, forms, and the computer design. Within this planning process,
thousands upon thousands of decisions are made to shape the appearance and operation of
the system. This occurs in an envifonment where users are often uncertain about what they
want and how they want it, and where users and technical staff may not agree on what the
system should do. Taking the time to think through the choices and make the right selection
contributes to the value of the system by improving the quality of the design, the key determin-
ant of the system's benefits. Time to identify design errors and omissions is aiso critical
because the relative cost to correct them in the planning phases is much lower thanin the later
phases. On the other hand, the system cannot be all things to all users. The design process
must recognize the probable costs of the system and the limitations of the computer 8o that
the proposed system is technically and economically feasible, as well as suitable for users.

The Planning Phase# of Developmém

Planning the system involves three successive phases of development:

® Needs assessment and requirements analysis,
e General design, and
® Detailed design.

. These phases provide three | of design, frdm conceptual to very detailed, that on comple-
tion can be transformed intg/an automated system.

The needs assessment phase has two successive stages. The first is recognizing that a need
or problem exists. It also includes discussing and documenting the need or problem and
. determining the applicabllity of the computer. Depending on the resuits of this stage, the
information system project will or will not be approved to address the problem or need. The
second stage analyzes the iInformation system requirements of the problem or need and sets
forth potential solutions and their feasibility and benefits. Based on the requirements analysis
report, management can decide to proceed with the full planning of the system. The report
then serves as the foundation for the design and a reference for all subsequent development

phases. : ~
' -
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Rocognmbn of the Need or Problem -

The recognition of a need or problem potentially amenable to resolution by an information
system may occur at any level of management of either programmatic or data systems staff
within the organization. The scope of the identified problem or need may vary from simple to
complex, as the following indicates: .

.® Problems with the operation of a system, .

® Enhancements to an existing system based on an evaluation of problems and deficiencies,
® Automated syster for new needs, or

® Development of the organization’'s master plan for data processing needs.

After the organization is aware of the need or problem, a study may be performed to define
the need/problem more fully, to judge its significance for the organization, and to determine
the relevance of a data processing solution. Sometimes the value of an information system and
the urgency of a need are so obvious that management may wish to proceed immediately to

the requirements analysis gtage. (

It undertaken, the study should* focus on gathering additional information on the need,
assessing the use of automated data processing, and developing alternative solutions.
Wherever possible, the study should describe not only the relationship of the need to the
organization’s major goals but also of the potential solutions to the data processing master
plan. The end result should be a brief report providing management with enough information
to understand the need or problem, thejmpact on the organization, and the opportunity for
cost savings and improved performance. The contents of the needs report should include:
¢ A needs ardy problem statement;
¢ Potential solutions;
® Impact on the organization;
® Relationship to the management information systems master plan;
® Time, cost, and resource constraints;

e Tentative cost-benefit analysis; and
® Requirement analysis plan.

It an information system project seems indicated, an estimate of the probable complexity of
the undertaking and a proposal for a requirements analysis and feasibility study should be
made. The requirements analysis proposal should define the objectives, methodology, work
pian, schedule, resource requirements, and estimated cogt Finally, the proposal should
identify the products expected from the nextsuccessive stage of work. If management accepts
the report and approves the proposed plan, the information systems project moves into the
requirements analysis stage. ’

The Roqulroménts Analysis and Feasibility Study

The requirements analysis is vital to defining the need/problem and proposing the general
data processing strategy. The contents of the requirements analysis report should include:
restatement of the problem, .
general description of the proposed system,
constraints, ‘ )
expected benefits,
alternative approaches, and

recommendations, with a work plan and identification of resource requirements and a
budget.”
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The requirements analysis report does what its name implies. It provides a broad description
of the design requirements for the proposed information system, based on the initial analysis
of the need orproblem The resulting report provides the first level of the information system
desugn

The restatement of the problem/need elaborates ontheneedsstudy providing greater detail
on its nature, extent, causes, and consequences Forexample, adescription of the number of
child abuse and negject complaints and the role of reporting may indicate that the volume ¢f
reports will outstrip the organization’s space and filing capabilities and adversely affect the
maintenance of the central registry and the ability to track children

Therequirements statement, which is a general description of the pro
the system goals and objectives, functions of the system, types of
anticipated forms and reports, generat procedures, and computer eq
and access methods. The description should be as comple as possiple. Even
initial system interfaces should be included since this sectio s the system require-
ments. It 1s also important to know the areas of the organization that the system will serve or
affect and the ways in which they will be affected to insure full consideration of all require-
ments Some impacts may require policy and procedural changes.

sed system, covers
a to be collected,
ment requirements

~ Analyzing requirements involves study not only of present conditions but ailso of the
organization’s future plans and potential changes caused by internal or external forces. The
proposed system description should be evaluated in terms of its capability to accommodate
the tentative future. If it falls short, the design should be adjusted accordingly. The importance
of the future of the design is obvious in the situation of complex systems requiring Syearsfrom
design to implementation, the future may have become areality by the time of implementation.
Some indicators of change for social service agencies are pending State and Federal legisla-
tion, draft Federal regulations or State policies, and new directions in service programs. A
permanency goal orientation far the foster care program, for instance, could significantly
attect a general social service or foster care information system

Other descriptive information to include”in the requirements analysis on the proposed
system are the benefits #hd constraints The expected benefits of the system give justification
for the project and provide baseline information for evaluating the system's eftectiveness after
implementation The constraints set controls on the project’'s development and have many
different sources—Ilegal, policy, financial, staffing. and technica)

The requirements analysis report should describe the recommended and alternative
methods for addressing the system requirements and provide awork plan. with projected time
frames, resource’requirements, and costs The projections should be firm for completing the
next system development phase, but can only be estimates on the remaining development
work and the subsequent operating costs

The report must provide management with sufficient information to judge the progosed
system’'s significance and operational suitability and to evaluate its techntcal and financial
feasibility Generally, many competing demands exist for data processing resources, and,
based on the report, management mustdecide whether the project 15 justified sufficiently to be
a high priority and to allocate the necessary staff and financial resources.

Justifying the projectand reaching a dec:s;on on its priority status should involve considera-
tion of the following criteria

~

e Organizational goals—The comb er system is recognized as critical for improvirfg the
administration of social service problems, achieving the goals of one or more programs, or
upgrading management techniques

. Sawngsf—Ove( the long run, cost savings and cost avoidance made possible by the system
.exéeed the cost of the system development effort and the operating costs.
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¢ Mandates—Federal or State legislation or regulations require reporting, tracking of chil-
dren, etc.,ghat in effect mandate an information system.

® No Alternative—Massive clerical data, reporting that exceeds filing and space capabilities,
intricate tracking of financial data, or a heavy computational workload cannot be accbm-
modated reasonably without computer support.

Approval of the project shifts the system development efforts into an intensive design phase.

-

’,

General Design and Detalled Design

Following the approval of the requirements analysis, the general d'esign and the detailed
design willbe done. The general design proceeds from the conceptual design presented in the
requirements analysis report, and the detailed design uses the general design document as its
toundation.

Both design phases focus on:

Description of functions,

Description of the data, .

Initial mockups of forms and computer-generated (turnarow) document,
Listing and description of reports,

Design of terminal screens, .

Listing and description of standards to monitor by the computer,
Confidentiality and security requirements, )

Data base and computer design requiremenfs, .

e System interface descriptions, and

® Equipment requirements.

The generat design specifies what these products are and what the system must do to satisfy

systeM objectives. This phase of the design concludes with a document oriented to manage-
. ment .and ali. users. .

The detailed design produces system specifications for the user input (forms), output
(reports), and screens, and the technical computer system design—tile contents and formats.
The majar work completed includes report formats, designing and specifying transactions for
input and output, designing the process for inquiries, incorporating any standards to be
monitored by the computer, the data dictionary, and designing the system's structure (files
and-data base). This level of detail provides the basis for specifying equipment requirements
" and providing a final cost-benefit&essment and a plan for the subsequent system develop-
ment steps. The detailed désign ddcument is largely directed toward data processing staff
who must use the information to create the computer system.

. *
Study or Transfer of a Comparable System

In"evaluating various approaches to satisfying information system needs, consideration
should begiven to investigating other organizations' systems that appear to be working
satistactorily and have similar characteristics to those desired. Such systems can be identifled
from a review of publications of relevant profgssional societies and discussions with know-
ledgeable Federal agency personnel, other public agency -staff with similar missions, and
consultants. Another organization's system may serve either as a model for guiding the
development of the new system or as a system transfer candidate. The use of an operating
system may offer8ubstantial savings in time and resources in the development of a new one,
depending upon the level of transfer.

~
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new environment. It can
practicability of initiatded .
in the de@®lopment of such 4llems. More spedifically, a model of comparnson by offering.the
componerﬁs and choices of #wvorking system facilitates users in defining information needs
and evaluating the requirements for forms,"procedures, reports, and system interfaces. The
practjcability of system objectrves and early concepts®can be examined under the light of
actual operating conditions and the requirements_definition or general system design a
justed agcordmgly. Ideois for data handling concepts, reports, file organization, probable
operational cost, and other areas ¢an be most beneficial in reaching conclusions on the
definition of requirements and estimating the resource requur/ements. costs, and time frame

Georgia's development of a child welfare mangigement information system based on New
York's system 1s an example of model transter. A group that included key management/éf the
organization and data processing and project staff went from Georgia to Ngw York They
studied the New York child-welfare system and evaluated its potential use for Georgia and
were further aided in this effort by New York staff going to Georgra. Program managers and
selected service workers contributed to the evaluation process and eventual design as well by

- participating in a training session on the Tairy-tale system that created a simulated system

experience and provoked positive and negative responses These reactions combined with
New York's system concepts gave much guidance to Georgia's development effort

The actual transfer of a system, moving the system from the operating site to the new snt’e,ﬁ
much more difficult to accomplish because of the need for compatibility between the donor
and recipient environments Transfer may occur«at the design level gr even at the operating*
software level The more advanced level of transfer provides the great tial savings, but
it also presents more difficulties . !‘ . ’

-
r

Conceptual Framework folfisformation
Requirements gl

il
I

The initial step in planning Is defining what the system mustdo and for whom to achieve the
objectives and desired benefits. The system functions relate to the program focus and the
specific objectives such as tracking foster care children, making service payments, handling
protective services investigation reports, or performing the eligibility determination for all
services. The thrust of a system's functions may be operatiofal support, statistical reporting,
control over social service actions or procedures,“gor support for marnagemeqt decisionmak-
ing. The system's functions and directiom determine what data to collect, what-computer
processing should occur, and which reports to produce ‘

This section presents the general framework for plannigg the system. Defining information
requirements I conceptual terms leads to & detaule:&esentation ot the processes for
defining system repotts,.establishing requirements for standards, developing forms, and
determyning the final set of data needs S W

Figure a a tonceptual representation of asocial service information system database The
upward-pointing arrows mean that the same data obtained for client processing can be ysed
to meet iInformation requitements at successyfely higher ievels of management The horizon-
tal arrows depict potential iInformation deménds on the data base and representative outputs
in response to those demands Child protective-services, foster care, and general social
service infgrmation systems are intreasingly accommodating the multiple requirements for
operatig , control, and management into one system

-
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The control (operating management) level information requirements are concerned with

R ) Figure 4 ' )
Social Service Information , "
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&5  Scheduled
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The operational level information requirements'are concerned with client identification,
service delivery, resource utilization, and payments. For this level the system may produce |
purchase orders, vouchgs, invoices, payments, and scheduled reports on workload identify- |
ing specific clients; resources, and actions due. Qther examples of operational support are |
maintenance of enormous files for adoptions and child abuse and neglect or for tracking
interstate transfer of children. . : . ‘/ ~ |

A3

workload distribution, compliance with standards, and client outcomes. Automatic reports
are produced for noncompliance and overdue actions; demand reports get requested in
response to ad hoc requirements. Some typical control functions are monitoring the report of
abuse and neglectinvestigations within the legal time standards and checking on the adoptive
exchange registratio foster care children legally free and with the goal of adoption. Both
aggregate and client- ific information may be needed.

" Top management-level information requirements are concerned with organizational goals,
planning objectives, strategies developed in response to legisiation, new'reguiations,fungding
changee, legal actions, and other demands on the organization to carry out or modify its
furictions. The’process involves deciding on the resources used to attain these goaistand
- objectives and on the policies to govern the uge of the resources. Some typical information
requests are the number of people served, ayerage cost, outcomes, the number of peopletobe
3 affected by cutback in services, and the financial implications for increasing rates for certain
services.
30 | ' N
Q . . 4 2 .
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information must béfocused for the particular level, the functions to be performed, and the
specific decisions their users wiil be facing. Well-focused reports aid in making better deci-
sions, and save much time and confusionin the process. it should be noted that the hierarchi-
cal uses of information occur within as well as between different management ieveis in the
organization. For example, service workers report to supervisors, who report to chiefs, who

ort to directors within the operational level. In the interactive communication processes
gin and between al'l managementievels, synthesis of information is a constantrequirement.

The characteristics of information vary by organizational ievel and management function.
Operational activities require the most accurate, precise, current, and dgjailed- data and
generally use data identifying specific clients or resource providers. Control tbnds to use the
data in a less detailed form, but some identifying information will be necessary. Planning
usually requires only summarized data, which is iess accurate, mors historical, and indicative
of future trends.

This framework of information needs, from very specific at the operationai ievel to general at
the poligymaking and planning level, providés a refefence point for defining reporting re-
quireméfts for the ditferent levels within the organization The next section describes the
process for defining reports.

Defining System Reports 3

One of the major products of the system is reports. A careful analysis of management
reporting needs I8 essential for developing reports tRat are sufficiently complete and approp-
riate to their intended use. in determining reporting fequiremants, all needed reports and the
resulting requirements tor data input, computer - produced datg,‘and data relationships within

" the computer shouid be identified. Systems are not usually capable of meeting the demand for
every user report and information request. The useMmust be made aware of this fact. A tptally
flexibie system 1s impossible unless cost is unimportant and the herculean task of recording
and saving every raw data element and establishing all possible data relationships can be
accomplished The final set of reporting requirements should reflect the critical needs of the
organization.

An attempt shouid be made to anticipate futurgqdemands and ad hoc requests. These efforts
shouid reduce the risk of producing useless reports and allow greater capability to accommao-
datefyjure needs Linking the system with areport generatorand standard statistical software
p s increases the system's flexibility to produce planned reports. The quality of the

ement reports depend upon the thoropghness ot the design work, the system develop-
ménfconstraints, and the design team.s imagination and familiarity with the social service
organizatton -

The process of defining reports is protracted and time consuming Defining management
reports is an iterative progess of defining requirements, designing reports, followed by rede-
fining requirements and redesiPning reports as many times as necessary within a reasonable
time frame to establish a complete and usefui set This effort 1s costly but worthwhile because
reports are expensive to produce. The initial costs relate to the user advocate's time for
designing the report and data processing staff's time for preparing the system specifications;
additional costs come from programming, testing, and documenting the program, and com-
puter processing time for testing The largest cost relates to ongoing production, which
includes machine time for data retrievai and printing, paper, file storage, coding techniques,
distribution costs, and user maintenance costs (binders and file cabjnets). if the reports are
thrown away or stacked in a corner after receipt, the costs incurred for producing the-report
are wasted funds and the users are likely to feel dissatisfied with the system.

4
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Failure to identify all needed reports is aiso expensive. Addition of new reports or changes to
existing ones may be possible only at a substantial cost if revamping the computer design or
user forms is involved. Unearthing information needs in the design phase may require consid-
erable investigative skills. The reports give visibility to the system, exposing users to their
Pfoducts and Inevitably affecting their perceived value of the system and willingness to report
data. «

Historically, many information systems, partlcularly in the human service sector, have not
been sensitive to their users in two important respects: ™ T

® They have either provided the user with insufficient or incomplete data, or
® They have provided the user with-voluminous, unmanageable data.

The first condition usually'spplies to service workers, who directly feed data into the sytem and .

become frustrated and disHiusioned with the system when it does not respond to their
information requirements. This is particularly evident when a new system results in a net
addition to the number of forms required. The second situation usually applies to administra-
tive personnel who are inundated with computer output and are frustrated by the sheer volume
of papers (Mott-McDonald Associates, Volume i, 1975, p.1).

It is important to defiliep the reporting around the followir’\g principies:

e Every user who inputs data must receive information,
® Statisttcal and financial reporting will be a byproduct, and
. ® Generated inf tlpn will be selective in nature.

The first principl rtains, in most cases, to service workers. They are the individuals who
feed the data banks and who maintain the integrity of its contents. If the information system is
not responsive to their needs, the data base will deteriorate as will the quality of information
Qenerated for administrative purposes. The second principle pertains to obtaining required
statistical and financial reporting as a byproduct of the data collected rather than as a focal
point. This minimizes intbrference with"the worker's basic processes. The third principle
concerns providing seléetive information related to its planned use. Phe reports can be
produced on aregular basis or an “‘as-needed’’ basis with the appropriate degree of aggrega-

tion for each management level. A wide realm of information needs can be accommodated °

without creatirig a “‘paper blizzard (Mott-McDonald Associates, Volumé:tlll 1975, p.2).
" The typical usar-orfurﬁed products of a social service system are:

1. Billing and paymdnt documents such as: : y
_® Purchase orders,
e Invoites,

2. Index Cards.

3. .Inquiry Screen#
4. Reports:
® Scheduled,
® Automatic, wien certain conditions exist, or ° ' ¢
\ g On request. . ¢

" Th products replacing existing documents, files, or traditional statistical or financial report-
ing may not be difficult to define if the thrust is to have a more efficient, streamlined collection
and to maintain the same products. The others are most ditficult to describe completely and

quickly: o

14

‘e Billing Ifste; and . ' '
& Checks With stubg or payment lists. ‘ :
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There are three stages in defining reporting requirements— setting the stage, dgfining each
report,‘and refining the parts. A document detailing all the reporting requirements should
result at the end of this process.

¢

SQttlng the-Stage for Report Definition

The initial stage of defining reports has the design team acquiring a greater working
familiarity of the organization and its decisionmaking related to the system under design. They
must learn what the types of decisions for the ditferent functions are, when and where they are
likely to occur, and who the decisionmakers are at different |levels. The decisions and their
characteristics represent the information required to produce an etfective information system.
The user advocate plays a major role in this process.

From this, the design team should be able to identity not only all potential users of the future
system but also the genera®Categories of reports that could be helpful. Now the design team is
ready to begin work with users in developing reports. The team must provide the users with a
clear understanding of the.objectives of the fyture system, probable benefits, and realistic
reporting capabilities. The users should be ready to identity general report needs in relation to
the suggested categories and proceed.to defining specifics. Multilevel groups, singte-level
groups, multifunction or single-function groups, individual consultation, or some combina-
tion may be-used'to define reports. ‘ P

Many factors atfect the process of defjning reports that have vala\e\for the organization. The
most critical may be management's and staf's capabllities to understand the system's poten-
tial offerings. They must know what to request and then be realistic about the data system'’s
capabilities .to convert programmatic information needs for decisionmaking into system
requirements. Some users may not have the analytical ability to define their reporting re-
quirements properly. Those with knowledge and previous positive experience in data proces-
sing can strengthen statf's capability in defining requirements. .

The user advocate must work around the userg’' limitations, provide supportive consulta-
tion, and wherever necessary weed out ill-conceived and hazy ideas. Not only must the design
team give users time to analyze their requirements, butalso the users imust take sufficienttime
to do so.

The attitude of users toward the future system affects their participation in designing
reponé. Users’ must bBlieve that identifying requirements is important and recognize the
special significance of doing so in the planning phase. A lack of interest in the system and a
feeling that "'it does not do anything for me' or “it is too theoretical at this point'' adversely
atfects the planning of the system. Of course, the greater the span of time between defining
report requirements and system operation, the more difficulty the user has in taking things
seriously. A belief that the design team knows best and overreliagc&ﬁn their suggestions may
also adverselypaftect the quality of reports.” )

Reports are ditficult to identify and define. The question "'What information would you like
out of the system?" is only the starting point in determinjng report needs. The quality of the
response depends on how well the user has analyzed his decisionmaking and control func-
tions in relation to the potential inforniation availability. In human services, both management
and statt may be unfamiliar and uncomfortable with using information and may give only a
limited response to the question. A few statf eagerly awaiting the development of a system may
request more than they can reasonably USe. The user advocate needs to assist in analyzing
information requirements, current and future.

To stimulgke the users' thinking,-the user advocate may suggest that statf consider reports
needed for ganeral management functions that the 8ystem is intended to address. Exampjes
could be plan d policy development, stafting, supervision, budgeting, monitoring, and
evaluation Theuser attcate should ask the agency executive whatinfotrmation he needed in
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the past that @vailable and what information was useful. Reports related to program
areas rather than genetal management may be of equal or greater interest. Users should be
encouraged to consider reports for such areas as. foster care, adoption, child protective
services, adult protective services, adult services, day care, Wil (Work Incentive Program),
etc. Once the user has identified one or more rgports in this brgnstorming etfort, the report
definition process can beg|] ,

Definition of Reportts

Careful analysis is needed to determine the information requirements for the selected
reports. Client-aggregated reports can be developed in multiple ways, and statistical data can
be developed on an infihite number ot aspects-of an organization's activities. Only some of
thege aggregations (information and statistics) provide a basis for making a significant
difference in activities. The definition process helps determine the reports of consequence
and the information to be displayed. Effective reports’ grow out of an intensive dialogue
between the user and the system design tg’am. .

in the development of statistical reports, collgboration between the design team and the

_ organization’s evaluation and statistical staff may be needed to identify and select the most

useful facts and indicators on reports. The human services sector has personne! oriented
largely toward people and not toward numbers. Many are unfamiliar with any statistics beyond

‘simple frequencies or counts. The percentage and its appropriate use is sometimes a mys-

tery— even with statf who enjoy using the information from a system.

Most data for management and planniﬁg are used in the form of relations between various
factors. Examples are active cases per worker, the number of placements by the length of time
in care, etc. Selecting the factors and their relatignships and then determining the most
important is a difficult undertaking. For the reports to be most useful, these relevant ratios
need to be readily visible. This situation brings about a problem for the design team. The user
advocate needs to work with statf to help them determine what ratios are likely to be important
before the system is producing information. ’

The user advocate walks the users through the foltowing questions forxdevelopmg reports:

Name: What is g descriptive name for this report?

Purpose: Why 18 the report needed and how will it be ysed?

User: Who is the usgr and what wili each user do with the report?

Medium: Is a paper report needed? How large will the report be ? Can microfiche
be used? Would an inquiry screen be sufficient?

Copies: How many copies are needed and for whom and in what medium?

Frequency: | How often should the report be produced?isitthe same for each user?

Description: What information is neededgand how should 1t be organized for easy
reading and understanding .

Data/Source: What data must appear on the report and where will it come from?

Priority: How critical is the report? o

Sample: What will the report look like®

Credibility: What degree of accuracy is required and why? )

Replacement: What existing documents, files, reports, etc , will be replaced b§4 the

. report? .
Consequences: What are the consequences of not having the report?

Purpose. The report should have precise statemepts on its purpose and use in sufficient
detail to confirm that the report is necessary and critical as opposed to being ‘'nice to have."’
Each user should be idgn;ified. and if the purpose varies by user, each purpose spould be
: g d
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identified by the user The user should alsg have a good justification for the number of copies,
the frequency of production, and the data elements to appear on the report

All data reporting has its costs, afd even some usable data or computer calculations may not
be worth the added cost Therefore, it 1S necessary to define purpose and uses and what ,
ditterence each can make, sothe cést-benefit balance can be assessed Itis importantto bring
out what the report alone or in combination with others will replace (documents, files, reports
etc ) and the cost savings or cost avoidance assoctated with this The consequences of not
having parts or all of the report should be explored to evaluate further its value if the
significance of the data remains unclear Some initial consolidation or elimination of reports
must take place . -7

Description. The next step i1s describing the report if sufficient justification exists (See
appendix A, figure 1 fora guide to describing areport ) The user should write the description
with some consultation from the user advocate Some specific considerations that are often
overiooked until the computer acw produces the report are

e Issuing reports monthly. quarterffand/or annually,
e Displaying comparative year reports™. '

e Having totals at the end of a report or at the 8nd of tre information for each agency. region
and State.

. Having cross tabulations. percentages. other statistics.
e Showing at bottom of page items deleted from this report that were in previous one.
[ ]

Having report levels. with first reports being highly aggregated and depending on informa-
tion shown. requesting a second. more detailed report. a third. etc

e Determining which management levels should be informed when exceptions occur in
standard policy and procedure For example

Advance warning and overdues Worker

— e .

Overdues ‘ Supervisor
Beyond 15 days overdue Region
Beyond 30 days overdue Central Oftice

e Using the computer s special features to
1 add subtract caiculate. compare.

2 generate new information from orginal (eg length of from dates age from
birthdate), and -

3 asterisking key items for any identified purpose -

Reflnement of Reports

Atthis pointit s necessary to review the fuil set of reports to determine if all recommended
or needed reports are identified All traditional statistical and financial reports related to the
new system should be included unless they will become obsolete, this s aimost always
routinely doneinanew system effort More difficuitistheevaluation of whether ornotall levels
are gettmng appropriate reports to support their decisionmaking and control functions The
user advocate may share the ideas of some organizational units or levels with those with
weaker analytical skills to help them reconsider the possible uses of the system and their
report requirements N

The reporting demands of some individuals ?,r organizational units may be greater than their
capability to utilize them effectively Once thetr 18t of reports s compiete. study is necessary to
determine the capacity of the position or unit to utilize and benefit from the reports Questwons
to be con red include What 1sthe probable size of the report? How many is one person or
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unit receiving per week, per month? Are they inviting a paper blizzard? Can they"feasibl
handle the reports? Should the development of reports be spread gradually over time, starting
with the simple and concluding with the complex, so that experience can test the report's
relévance and the user's readiness to handle them? In this instance, it is important to rethink
the type and frequency of reports and to assess the possibility of consolidation to bring the
requested reports in line with workload capacity.

Looking at the total set of reports, it is important to identify ov&appmg and duplicative “
reports, some of which may have been requested by different levels or organizational units.
Efforts should be made to consolidate’as many as possible and bring together similar reports
with different levels of summanzation. If the tuture system will have online capability, the user
advocate should determine how the inquiry screen might meet the need and present that as an
alternative. . .

The complete description of each repo® needs careful review and study to verity consis-
tency, relevance, timeliness, completeness, and importance. The description statement
should ciearly explain what to expect from the report and shoyld be consistent with the-
purpose and use statement The purpose and user descriptions probably need further critical
examination because they are still likely to be general The purnose statement should realty
answer HOW the report will be used affl WHY each user needs it for WHAT Again, a judgment
IS probably necessary to assess the real need. The following questions can help in reaching
this decision

1. Arethe identified uses of the report valig? “
2. Are all the purposes (uses) of the repgrt defined?

® What are they? ’

® Are other data elements necessary to satisfy other uses?
3. Is the purpose for each prospective user stated? -
4. Are the identified users valid?
5. Are there other pgople who could or would use the report?

® Who are they? ) A

® How would they use 1t? P ;

ra

® Would they require additional data? .
6. Are the consequences for not having the report serious? -

The schedule and frequency may need refinement. Greater frequency may be he for
some reports and lesser frequency for others. Acritical factor on frequency s the user's ability
to handle the information effectively The frequency may also vary by user and must be
specified. Users may also wish a report staggered by, for example, localities and program
areas over the year to coincide with their work plan. The staggering should be included in the
report description. Frequency of reports needs to be coordinated with the optimum frequency
or use for the data by those receiving them. Some reports are essential weekly or at the end of
the month, while dthers are used only quarterly or annually for planning purposes or annual
documents. .

The format of the report is the layout of the information; the sequence is the outline order of .
information—that is, how the information should be organized. The key is how the information '
is looked up and used. Several gejuences may be identifted. For example, an action due report
on protective service reports may have the following sequence’ action due (tirst sequence),
most overdue action (second sequence) and case name (third sequence).

test ot the report's value. The sample repgrt should contain the full range of data and possible

The design of a sample report shows vpvéat the actual report will look like and provides a final
-variabilities. The mock-up report would then allow questioning of what the user will do with
~
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Aruitoxt provided by Eic:

various pieces ofdata Under questioning, some data may hold no interest, others may lead to
action. and some may require additional information for action to be taken This is the
‘consequence test  Calculated data elements (for example, age derived from birthdate) are
more complex to provide then straight ones (birthdate). so turthgr questioning on their need
and the complexity of calculation may be necess@mg this ana!y5|s stage. the questions

to ask are

1 What are you going to do if you see x ory or z?°

2 s there enough information in the report to be meaningtul? Can you think of additional
information needs”?

3 Are all the designated data elements appropriate?
® Are other elements-needed” Why? (Identify use) ¢
® Should some &lements be deleted? Why?

4 Would thedata elements on the report be clearenough for an average employee to readily
pnderstand without comprehensive training?

5 Does each report contain enough aggregate totals of information to be helptul?

6 Areall Kcompansons that may be made within the report present? For example are
more percentages needed? Is more extensive analysis needed”?

7 Are comparisons over.a longer or shorter period necessary for the report 1o achieve its
purpose?

Theconclusion ofthistestidentities data.a)em/emsthat may be eliminated enlarged. oradded

Thevalidity ofthereport may finally be determined as weak and thereforethe report should be
abandoned

Differerit users of the same report may have siightly to radically different content and format
requests When this occurs the user advocate must negotiate a consensus and In some
instances decide alone on the best format

.

With agreement on the reports and the content it s important to review the priority status ot
each report and rank them in order of relative importance If there are many requests for
reports some form of priority setting must be undertaken to bring the needs for information in
inewiththeresourcesavailable for filling them These priorities can also serve as the basis for
scheduling their development Clearly the system should provide information and reports for
decisions where system (nformation can make a significant contribution It 1s important to
narrow the set of decisiong o which the system intends to be responsibie to one of manage-
able dimension

Evaluating the critical nature of the report and its rank compared to other requested reports
and dentitying thederived benetits and cost savings allows final conciusions on what reports
the system should produce .

Concurrent W|th this effort of defining system reports are other related activities that feed
into and modify the process The other activities are the study of the standards 1o be Incorpo-
rated into the system the methods for coliecting the data. the characteristics of the data. and
the computer design required to produce requested reports The usefulness of various kinds
of data needg to be weighed against the cost of getting them and against the rehiability.
validity and timeliness of the datathatcan be obtained These areas are examined in the next
sections




Information Requirements for Standards

Information requirements exist for monitoring standards of performance that have a base in
law, Federal or State regulations, policy, or administrative procedures. Since monitoring
compliance with standards is a principal control task of a manager that the computer can
improve significantly, the information requirements for standards merit special discussion.

The computerimproves the operational and management control processes significantlyin
several ways. . )
° Lﬂ@ndard can be more complex. Computational simplifications are not necessary.
® More standards cgn be measured than in manual processing.

® The computation of deviation and identification of cause can be more sophisticated.
Management can examine successive levels of detail data to locate causes behind the
condition. )
e The computer can monitor pertormance continuously rather than just periodically, and the
“reporting can use irregular time intervals (Davis, 1974, p.134).

All of these are difficult # not impassible to do with manual handling of information’

The computer supparts the control process by comparing the ‘operational transactions
entered in the system with the.predetermined standards, budgets, etc , programmed in the
system, that define management'’s expectations about ‘performance. These standards may °
stand along or be part of a monitoring control effort that uses both the computer and manual
processes.

To etfectively support management in the control process, the information processed and
produced by the computer must have a high degree of validity, accuracy, and precision. The
control system requires six elements: .

1. Predetermined standards of performance’ exist and are incorporated in the computer,
2. Management and workers have a common understanding of standards,

3. The computer can compare and evaluate actual performance periodically or continually
against the standards,

4. A deviation report goes td®nanagement,
5. Management takes appropriate action to change current or future performance,

6. In.the event of failure to bring unfavorable performance closer to the standard, a method
exists for ho”qher level management to take appropriate action. (Davis, 1974, p.135).
The system may monitor and control compliance with standafds through several

methodologies: .

® edit criteria,

® advance warnings, 4
® exception reports,

e funding controls,

® identificaton of wrong actions, and
e others. ‘

/4

Unacceptable actions and plans may be rejected before they occur through the use of edit
criteria. Edit criteria is the system’s check op particular data elements for accuracy, complete-
ness, and consistency in terms of conditions specified in the computer. Some edit criteria
relate to standards, others relate only to the accuracy and consistency of the data. One
example of an edit criteria related to astandard is that a client who is not currently identified as
eligible for receiving services may not have any services ordered until the eligibility status

»
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becomes current In effect, the use of edit criteria prevents noncompliance with standards.
The system may produce an error report listing the unacceptable service order and giving the
reason. t

The advanced warning is a report that informs personnel that required actions are due or
that certain situations have changed that could atfect compliance with standards For in-
stance, the client’s eligibility determination must be made within 30 days for the client to
continue receiving services. Or, a notice that a day care provider will no longer be approved
means that the approval must be renewed or that the client's child must be transferred to
another provider to continue day care*services

Exce(%uon reports show a variance from planned performance— overdue action—by more
thanathreshold value Itisimportant to define at what point various levels should be informed
forwhat standard, arrival at that threshold value automatically triggers areport identifying the
actions out of compliance Below 1$ a possible method for structuring exception reports:

* Advance warnings and overdues gorto the worker. <
e All overdues go to the supervisor,

® All exceptions beyond 15 days overdue go to the director,

® All exceptions beyond 30 days overdue go to the regional office, and

® All exceptions beyond 60 days overdue go to the State office

The system may also inciude controls related to

aliowable services—services are included in the title XX plan. .
chent groups—foster care. etc . may be entitled to services other groups are not,
client need—day care can be offered only for employment or protective service needs,

funding—payments for services are within time standards, expenditures within budgeted
amounts, tfunding sources allocated to the right services and client groups, and

® approved vendors or providers—services are requested only from approvéd resources, the
contract date or amount 1s not exceeded

Any data entered out of compliance, including purchase orders and invoices, wouid be
rejected producing an error message

Appendix A, figure 2, gives the standard format for specifying the rules to be monitored by
the computer Special documentation is essential for all standards montored by the computer
to maintain a current and complete list and to insure the incorporation of all changes, which
may be considerable over time The suggested format can serve as the base to evaluate and
determine what standards to include-in the system

The new system may be imited in the number and type of standards that can be accommo-
dated In the system Therefore. an evaluation of each proposed standard and its relative
importance Is critical A statement of the purpose of the standard, its legal or regulatory base,
and the consequent benefits, cost savings, or penalty avoidance are indicators of its value
Another measure of significance igghe anticipated corrective actions on any deviation. The
practicality of including the standard can be derived from the user's description of the method
for monitoring and the response ttme The method of monitoring gives the analyst the
information needed to assess the complexity of the standard, a "ballpark’ cost, and the
system s capability toinclude it The responsetime defines how fastthe control and identifica-
tion of deviations to the service worker must occur so that the standard's inclusion does not
interfere with the service delivery process

51 .47




Forms
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Any automated system imposes an unavoidable burden with the fo? caseworkers must
complete to provide the required information. The extent of the burden depends on the quality
of the form design, the fit-with the work flow, the data elements collected, and the workers'
perception of direct and indirect benefits for themselves and the service programs. This
. section presents some guidelines for developing forms that are acceptable to workers and
- Insure the feasibility of data collection.

Many factors ffect the quality of the data collection process and result in related form(s).
Quality is a measure of the compatibility of the process with the work environment and of the
reduction of negative impact on the time and effort involved in collecting and reporting the
data. The design of data collection procedures is difficult and time consuming. Only careful
analysis of jobs and processes combined with imaginative consideration ofthe choices in data
collection techniques can provide the best possible design. This analytical process involves
answering the following interrelated questions:

Clustering—What data elements correspond to what positions and organizational proces-
ses? .

Compatibility—Are'the proposed data collection procedures compatible with the work
environment?

Ease—Are the data collection method/s easy to use?
Feasibility—Is the data set feasible in light of the proposed data collection design? .

e Review and Feedback—What review is necessary on the data collected and how will
feedback occur on the quality and quantity of data provided?

Clusteringsis the determination of which data elements should be collected together and
sets the parameters for the data collection design. The identification of such elements
emerges from the analysis of the organizational processes from which the information comes
and the determination of who is the information provider. From this clustering, the system
designer can determine the combinations of data needed.

The next step is to fit the data collection with the flow of work so that compatibility exists
between the system’s input requirements and the work environment. Accommodation of
compatibility facilitates complete and accurate reporting of informatien. If the input proce-
dures do not follow the workers' activity flow, either the day-to-day work becomes harder or
the workers resist providing the information. With a protective services information system,
for example, a system requiremént to provide demographic and family stress data after the
first investigatory visit is.ip many instances impossible and could interfere with achieving the
purpose of the initial family contact. Any mandate to report the information immediately leads
to providing bad data—excessive reporting of “unknown'' or guesses. A good design allows
~ fortheinitial collection of known information, with the provision for adding more detailed data
as the situatién betomes clearer and more defined.

The timing of the data collection algo affects the compatibility. Some systems allow daily
entry of data while others permit changee only monthly or quarterly. The ability of the worker to
enter changes when they occur s easier than having to remember the changes until thg end of
a reporting period. Daily reporting promotes the provision of complete, current data and
reduces underreporting and perpetuation of outdated information. Other considerations for
making data collection compatible with the work environment are discussed next.

|

Form Design Techniques

Ditferént techniques exist to streamiine and facilitate the data collection process and even
make reporting easy. The design of forms and procedures should place the least burden’
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possibie on the staff, such as structuring the form to serve as the basic, unduplicated source
documentin the manual records, as well as the system’s input mechanism. In some cases, the
entry of information can _be part of a larger task—for instance, tomputation of a client’'s
eligibility for services—and data reporting becomes a secondary factor in the performance of
a primary function. Online systems may offer th@ opportunity to enter and inquire about data
without the use of a form

Formsare the primary eans of collecting information, even in online systems. Therefore, it
18 important to study the techniques that make it easy to record and enter data. Some
considerations in forms design are .

number of forms,

size of the form,

type-of form,

spacing and form readability,
self-explanatory data elements and values.
English terms and abbreviations,

updating the data,

sharing the form, and .
capability for‘changing or adding elements and values.

With the advice of the analyst, the administrator and users must choosethe best forms strategy
for the system. This involves selecting the right combination of4eatures at the right price,
weighing computer concerns versus user concerns and the relative merits of two good but

Incompatible user-oriented techniques (for example, two-page form with values vs. one page
without values) ’

~

Number of Forms. The system should have the minimum number of forms necessary to
perform the required functions. For example, structuring the reporting forms for a child
protective services system on the family rather tharf on each individugl child can dramatically
reduce the number of forms. This is aiso true for a social service system using the same form
for identitying the case and household members. While some families are always larger than
the number of persons accommodated on the form, a second page of the same form can allow
the reporting of additional members. The same principle applies to other functions of a service
system For instance, a service plan may aiso suffice as a purchase order or vougcher for
services '

Size of the Form. The size of the form can make adifferencgin its utility and its convenience
for copying, sharing, and filing. An 8-1/2 by 11 inch form can be placed in the folder and may
replace previous manual documents, especially if the form is readable and has space for
free-form input Caseworkers consider thése features important and strongly request them
during their participation in the system’'s design or the subsequent evaluation of the operating
system. Their preference is aiso for an 8-1/2 by 11 inch form with the printing on the short
width Ifinformation is too great for one page. an aiternative is a form doubie the standard size
that can be folded and still conveniently placed in the file felder -

Type of Form. Choices exist on the type of form that the system could use Essentially, two
types of forms exist, with variations on each. The first is an input form that has no counterpart
generated from the computer. Any additional information to be entered requires the use of a
similar,blank form. The second is a combination input form with a counterpart document, a
turnaround, produced by the computer for future updating ofthe same or additional informa-
tion The first type is significantly jess expensive and is appropriate for situations with a low
volume of data and without successive layers of information requiring updating A copy of the
initial entry may or may not be retained for reference. A second type greatly facilitates the
reporting of information because the basic data are already present on the turnaround
document and only a changed or new element needs to be noted This form strategy is useful
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for high-volume data involving successive levels of changes over time and for staff who
grumble and resist providing data. Texas has developed innovative turnaround documents of
three pages—the first, as the turnaround from the input; the second with only key data to
record the chdnges; and the third, acopy of the update. These forms are expensive and should
‘be considered only for the most critical data collection activities. New York offers another
alternative for some turnaround documents, which is the printing of the turnaround on
‘standard computer paper in report format that keeps down.costs and allows the immediate
printing of forms in remote sites. e

Spacing and Form Readability. The utility of the document corresponds to the visible
meaning of the information and its readability. Good spacing between words and plenty of
space between lines, clear headings, and self-explanatory data elements improve the readabil-
ity of the form. Numerical codes reduce the amount of space necessary to record and report
information but also adversely affect the readability of the form. No one understands the
meaning of a sheet of numbers. Readability is important for all documents retained by users
for their records. The significance of self-explanatory elements and English terms for code are
discussed further. . i .

Selt-Explanatory Data Elements. The form is easier to complete when the data element
names are self-explanatory and do not require checks on their definition. Itis also preferable to
include self-explanatory values on the form wherever possible, but their inclusion could make
a form too bygy or create a multipage document. Texas' social service System shows the
values on theinput documents; in cases of elements with many values, a sheet is attached at
the back of the document that can be seen atthe same time the document is being completed.
The display of values is an effective forms strategy for users who are working under pressure
and are not likely to complete the information accurately if they must remember valuesor use a
cumbersome look-up procedure. Less satisfactory alternatives to the inclusion of values are
handy worker tools such as a “‘cheat sheet,”" plastic cards with the elements and values back
and front, or rolodex card hoiders. User guides are generally too ponderous fo¥ the quick
reference checks needed by the impatient caseworker at the time of completing a form. One
pfoblem with forms printed with values is the costs incurred when values change. A forms
revision is an additional cost and the obsolete supply of old forms is a wasted expense.
Sometimes organizations refuse to destroy the obsolete form and use it until the'supply ends,
risking incorrect data entry and inconveniencing staff.

English Terms. The inputdocument may require the recording of dataelements in allnumer-
ical codes for English words and abbteviations; if a turnaround document exists, it may have
codes and/or English. This issue is important when the document does not have values
identified and serves purposes beyond entering data into the system. Users prefer English
words and abbreviations for ease of use and understanding the situation reported, while data
processing staff want to use all numbers to maximize the computer's recording and printing
and the form's space. Numbers allow a great deal more information to be recorded and printed
on one sheet. A compromise is to use numerical codes on the entry of information and to print
English words and abbreviadions on the turnaround document. In this situation, it may be
necessary to list the codes at the bottom so that the usllr can determine if a problem in toding
or data entry produced incorrect information.

Updating, Sharing, Changing. Other considerations in designing a form include updating,
sharing, and changing elements. Updating has already been partly covered in the discussion
on turnaround documents, but it is important to recognize again that the design of data
collection procedures must take the updating ofyata into account. The turnarou n%offers the
best strategy for implementing a form that allows easy updating. It also facilitates
information-sharing by producing enough copies for all workers involved in the case. Chang-
ing elements and forms is easier when elements or values are not preprinted on the form

-
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User Vprsus Computer Concerns

. Computer concernis emphasize the most economical Sﬁe of the computer. Some of these
are using codes, displaying as much information (preferably in codes) as possible within as
small an area as possible, uSing standard computer paper, and printing horizontally rather
than vertically. User conterns center around using English words and having plenty of space.
Ideally, the computer allows the entry of free-form words and prints them on the form. User
needs are not always compatible. A request for a one-page, 8-1/2 by 11-inch form may not be
possible unless the user is willing to sacrifice readability and let the form become “busy'’ for

..the convenience of one sheet, or i willing to have two forms rather than one. These choices
are not easy, often reguiring judgment as to the best strategy in the rilieu of conflict and
disagreement. Too much time cannot be spent on good forms design. Good forms design
facijlitates. the completeness, accuracy, and consistency of data and reduces the cost for
monitoring data quality. The user advocate must represent the needs of the user and negotiate
the balance between the user and computer with the design team.

The next section discusses the method for evaluating the necessity of collecting each data
‘ element. Again, the process is concurrent with defining reports and designing forms.

-t -
t

Determining the Need of Data -

The system should collect only the information necessary to accomplis objectives.
\?ﬁxtenqwe, time-consuming, and carefui investigation and analysis are nec to identity
< - WMe information’ thatsrwets thjs beguilingly simple but complex criterion. The décision to

select certain data elements and reject others fofginclusion in the systern must be based upon
an assessment of the feasible amount of data to cbllect and an' examin n of each element’s

- . characteristics in terms of relevarce, availability, amd reliability. The stu fthe data elements
may go through several increasingly detailed analyses of the element asibility and value
before a conclusion occurs on the final set of data requirements. process deserves

sufficient time in light of the fact that evaluations of operating syste™® have revealed.that
collected data are notused andtre no longer what statf want ald the right information is often
notin the system. The data's feasibility, relevance, availability, and reliabllity are each addres-
sed independently. - . .

Feasibiiity.

e
Feasibility 1s a question of quantity and capability. How much information d&bs the system
need to accomplish its objectives, and what is the capability of the staff to provide the data
- “without causing degradation of normal work functions? Another issue is the computer’s
capacity to maintain and manipulate data at modefate cost.

Y

Each data element has costs, many ofthem hixdden. The primary and most overlooked costis
the time of a wprker, which reduces the time to provide services to people, for example. Other
costs relate to the time of an operator to enter the informatiorrinto the system, the computer
processing time, and computer stordge. Still another set of c8sts invelve around the prog-
ramming, documentation, trairyng/, tracking, and the later changing of the element.

The analysis of information requirements must conclude on data elements that meet in-
tended uses of the system andzthat can reasonably be provided by staff. The proper selection
of the data elements requires flll study of the elements’relevance, availability, and reliability i

‘ conjunction with the development of feasible collection methods. If the forms and other data
' collection methods cannot be designed to accommodate easily all information requirements,

Cﬂ it may be necessary to reexamine the utility and-rqlatlve value of each element, and possibly
- narrow the data set. \ -

; ™ '
J ) 51




. 2 < P

A tendency exists among program staff involved-in the system planning to want everything
for fear of ieaving out something significant and to ask for to® much information without
realizing the cost. Many people designing.gystems héve planning, fesearch, and/or systems
backgrounds and do not understand what workers do, what it means to request information,

- and that, when a worker spends a large percentage of time on data collection, the likely results

are high levels of worker digsatisfaction and poor data accuracy. Any elements |dentitied—
solely for the purpos: of research and evaluation should be excluded

-
-~

Relevance

Relavancd relates to the information value of data élements. The‘relevance of each-data

“element should be assessed according to is usefulness in performing functions or angwering

certain questions relating to the system’s objectives. It is extremely important to justity fully
each element and to explain how it-will be used. A full descnptit? and understanding
facilitates the acceptance of the eléments as a reasonable data collectiori request.

The relevance of the information to the information provider is the most important factor
affecting its accuracy. The best incentive for information to be collected and reported accu-
rately occurs when the data directly relates to the person’s immediate work. For example,
when information entered into the system allows the client to receive a purchased service and
the provider to receive a payment the social worker is motivated to enter and update the data.
Another type of direct benefitgg when the data provide a management report useful for the
worker, such as an action dud¥report. This is a reminder to schddule and complete certain
activities during the month and efiminates the necessity to maintain a manual reminder file.
Where the data do not relate to their tasks, the warkers must see how the data are relevant to
other organiZational functions. Workers' understanding of the value of certain data for plan-
Ring and their indirect benefits affects workers' willingness and accuracy in providing the
information. Training may be necessary to heip the staff appreciate the value of data, since
workers must be convinced that the purposes of the data are importan} and affect them—even
though dnly indirectly. Otherwise, the data in the system may be unreliable.

The process of assessing the utility of data elements is discussed in the sections describing
the determination of information requirements, standards to be monitored by the syst@gm. and
defining reports.

Avallablllty and Rellnblllty

~ Availability refers to the likelihood of workers obtalning and reporting the informatio
reliability, to the likelihood of different workers fporting “similarly on the same situation. Low’
availability causes a high proportion of missing or unknown resfonses, and low reliability
produces inoonsistencies in responses, both thereby adversely affecting the quality of he
data for maragement reportirig and statistical analysis. Consequently, the characteristics of
avaliability ahdér low reliability aré important considerations when decnding upon the re-
quired data set.

The inclusion of a data element on a form does not guarantee that the workerwill report the
information regularly. The reporting may relate to the availability of the data. Gertain kinds of
data are readily available, whila other data have inherent collection difficuities that may
dissuade the worker frbm attempting to obtain them. The reporting of some data requires

probings searching for the answer (education levels), dvercoming bureaucratic processing -

(social security number), or obtaining a professional diagnosis (mental retardation). Further-*

" more, a reluctant or a hostile client may refuse to divuige basic information, and, asinthecase

“of a protective services investigation, the provision of service is primary, not the uniform

collection and reporting of demographic data. In a few situations a worker may perceive a risk
or liability in providing certain infarmation (family syress factors such as alcoholism) and may

S -
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fail to do so. Experiences of other States or |ocalities may indicate which data elements
present availability problems v :

Areliability test 1s necessary for each data element and the associated values. The test must
measure whether the elements and values are sufficiently precise and mutually exclusive (that
i8, no overlappjng categories) for workers to understand them and to be consistent in select-
ing elements and values when recording similar events or situations. When human service
“information systems include some information of a subjective nature, such as parental condi-
tion of a foster care child, the examination of the elements is more difficult and also more
critical to insure clear dafinitions and uniform Interpretations Parental condition could be
interpreted as the underlying factor for the child's entry into care or as the need to be
addressed for returning the child home.

Several different approaches exist for assessing the reliability of data elements. One is
evaluating past experiences and those of other States or localities in recording and using the
proposed data elements and values. A second Is relying on the work of previous system
designers or researchers who have addressed the reliability of different types of information,
these investigations may have been special studies related to the reliability of particular data
elements as part of a formal system evaluation [Note James R. Seaberg and David F.
Gillespie have tested the reliability of some child abuse and neglect data in their work at the
University of Washington Schoot of Social Work See theirarticle "A National Child Abuse and
Neglect Databank Inter-Reporter Reliability'” (Califorria Sociologist, Volume 1, Number 2,
Summer 1978 ] .

There i1s a more direct and immediate ap?mcn for measuring reliability Atter a training
session on the use of the data set, caseworkprs could receive a group of hypothetical cases on
which to complete the proposed form The level of agreement among caseworkers for the
hypothetical cases would indicate the reliability of the data elements [Note The American
Humane Association presented this as a strategy In their unpublished document ‘‘Recom-
mended Minimal Data Set Final Report’ (1979) ] This approach could help reject elements of
high unrehability and identify and mod ity any ambiguities which persist for elements, values.
or definitions :

Mandating data elements also relates to the reliability of the information because it requires
workers to report all data and therefore improves the reliability of the data base for aggregated
reporting and statistical analysis* One pergpective Is that If the data element i1s sufficiently
Importantto be inciuded In the system. it should be mandated This requires careful.consider-
ation By itself, mandating elements does not guarantee completely accurate reporting be-
cause workers may guess or record “unknown,” buf it does Insure a response and increases
the chances of known information being reported

Data Dictionary

The conclusion of the investigation and analysis of the data elements determines what
elements are necessary and worthwhile to collect in the system This allows completion of a
major planning document, the data dictionary. Figure 3 In appendix A shows the primary
description required tor each element

The description and purpose are straightforward The source document is the form on
which the element s reported and reporting responsibitity is that of the information provider
The values are the multiple or mutually exclusive responses used by the worker fer reporting a
data element

Other parts of the dictionary outline are more difficult to define The edit criteria are the
checks the computer makes when a data element s reported For ingtance. a child identified
on foster care must have a custody date A crossfieid edit IS the checking on two or more -
related elements when one of them i1sentered For exampie, a foster child reported as eligible
for Aild to Dependent Children income maintenance payments must have recorded in the
system a custody date and commitment by the court :

33
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History requirements involve defining the number of events that must be kept in the system.
Examples are the number of placements of a foster care child, each change in the foster care
permanency plan goal, atl services delivered. Choices for keeping the history of-a data element
cover the range from retaining all occurrences, to retaining a specified, limited number, to
keeping only the most current. In the Ias‘instance, the latest entry ""overlays’ or covers over
the previous record. Another key aspect of history requRkements is specifying the length of
time the data is kept, eitherin the online computer system or on ahistorical tape. This time may
range from 1 year to 3 years to 5 years or more, depending on audit and other purge criteria.
The decision on history relates more to management uses of the information than to opera-
- tional uses.

The data processing members of the design team expand on the initial data dictionary to
include a data element numbgr, a list of data files accessed, the computer’s physical charac-
teristics, and the frequency of occurrdnce on the data base. Some of these are not completed
uatil the development of the system.

Computer Design

The computer design requires careful planning concyrrent with the definition of re
forms, and processing requirements. The design of the sys should take into ac
adaptability and responsiveness requirements of social services and be structur
Systems must frequently adapt to unanticipated changes in law, regulations, and p
involved in the delivery of social services, and they mustalso respond to operat:onarcha ges

A flexible.design accommodates adding or deleting data elements, responding to new re-.

quirements, and producing special reports on request

The system’s requirements for data collectton and reports cannot become final without
considering their implications from the technical perspective The Iimitations of the equip-
ment or the costs‘associated with the information requirements may cause reconsideration of
the reports, the data to be collected, and the processing for monijtoring standards. Much
discussion needs to occur among the project team, user advocacy staff, users, and eventually
managemegt to arrive at the final set of requirements that are the most valuable and economi-
cal for the organization.

r‘(ine."

A major decision in computer design is whether the system will be "batch” or "o

Batch refers to organizing the data collected from all sources into small stacks—"control
batches'—for processing into some machine-readable form and entering into the computer
on a scheduled basis such as every 24 hours or monthly Batch processing 1s simple,
straightforward, and economical, and lends itseif to optimal machine utilization schedules
The disadvantage is that the products are subject to the production schedule that best fits the
needs and requirerients of the computer hardware and notthe users See figure 5foratypical
example of batch processing
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Figure 5 .
Typical Example-of Batch Processing
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“Online” refers to the capability of communicating directly with the computer system to -

allow data entry, inquiry, or printing from locations remote to the computer. Data may be

captured at femate sites and entered to the computer over telephone lines. Computer reports

may be produced at remote locations through the same lines or generated centrally. Site and
® .

o )




even State data may also be available for inquiry at any time during the online period through a
screen or remote printer. A'more inten8ive use of online processing involves the remote site
capturing the data at its source and providing information when needed. Online processing
also may provide the user extensive control over his operation by decentralizing to sites the
control over data entry and report generation. Seé figure 6 for a typical example of online
processing. . -

L

Figure 6
Exathple.of Online Processing
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' INPUT AND INQUIRY
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BACK TO USER SITE
IMMEDIATELY -FOR CORRECTION

Host INPUT DATA EDITED IMMEDIATELY.,

Computer
Data
Bass
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. .

The online system is more resporisive to the user's need for accurate, timely information.
Batch processing, in which docurffents are’entered and processed no more frequently than
overnight and errors are returned later, is sidw and sumbersome, especially where multiple
distant sites exist. On the other hdnd, the online System can transmit information to the host
computer and edit immediately. If any error is detected, the screen of input ddta is returned
with the appropriate error message. |f no errors are detected £he transaction is completed and
the data are stored in the data base. Inquiry into the data base finds the most/ current data
avallable. Another possibility is a combination of online data entry and batch-update, which
generally occurs overnight. '
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The online system makes possible the reduction of voluminous reports and the flow of
paperless information Whenever the organization has or plans online capability, the planning
process should carefully examine the use of data entry and inqQuiry screens on the termyinal as
an alternative to forms and reports, respectively. Service workers may be able to enter
information on a case immediately rather than recording the data on a form to be entered by
spmeone else, and immediate access to the same information through the terminal may
preclude the need to retain a form in the record A massive report on available resources may
also become obsplete via access to a resource inventory New computer technology creates
new possibilities for social service reporting that should be considered carefully in the design
phases

Another advanced technique In data processing is the use of a data base management
system, which is a newer, more flexible method for structuring the data to meet the needs of
various users The traditional structures used in systems have been sequential files .and
indexed sequential files The data base system has the advantages of accommodating muitiple
uses more easily, reducing redundancy of data collection and proliferation of systems. provid-
Ing easier accessibility to the data and faster response to unanticipated demands. handling
more efficiently the storage of varied quantities of the same data, and finally. incorporating
changes in the data base without having to redo the program The trend Is toward increasing
use of data base systems However, for some systems. the indexed sequential file or even the
sequential file may be a preferable structure dependmg on the nature ofthe automated system
being planned

On the recommendations of the design team. management must decide on the structure for
the new system Other computer design decisions relate to the inciusion of user-oriented
software that facilitate data retrieval and analysis Examples are report writers the Statistical
Package for the Social Sciences, and’emerging sinulation and forecasting packages Man-
agement may also specity requirements for quarterty and annual statistical files that enhance
. the system s capability for responding to ad hoc information requests

Another area to address in the design of the computer systam is the security requirements
The next chapter discusses the 18sues of privaty, confidentiality, and security measures and
brings out how the need to safeguard the confidentiality of the system information and the
type of computer design affect the security requirements The same security measures are
also applicable tor addressing special operational needs and preventing tampering with the
data and possible fraudulent activities

N
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V. Privacy, Co,nfidentiélity and

Security

/

-

The Tollection by human service organizations of more and more personal data has led to
concerns about possible violations of an ingividual's privacy. Organizatibnal and technologi-
cal trends have promoted this increased data collection with resultant risks and implications
that have provoked much discussion on privacy and confidentiality and led to greater pro-
cedural and technical security strategies to safeguard privacy. At the heart of the privacy issue
i8 the resolution of the conflict betweeh the right of society to have certain kinds of information
that contribute to the general good and the individual's right to privacy.

Safeguarding personal information collected for information systems 1s a difficuit and
complex problem involving the concepts of privacy, confidentiality, and security. Privacy
reters ¥o an individual's right to control the use of facts about his life and his wiliingness to
share data concerning himself Contidentiality refers to the organization’s admygistrative
handling and its policies and rules for disclosure of personal information Because proper
handling is basic to the protection of privacy, the organization collecting the information has
the responsibility to protect the confidentiality of the information. More restrictive polities,
rules, and controls are necessary where greater confidentiality is needed. Security is the
specific procedural and technical means to provide the desired degree of confidentiality.
Security techniques range from proper disposal of documents, forms, and reposts to physicai
devices such aw locks. Security measurés can aiso be progsammed into the computer to-
prevent unauthorized access. + o

Growth in Data Collection

The collection of increasing amounts of personal data comes from human service organiza-
tions’ requirements for accurate, pertinent, and currentinformation to administer and support
multiple sociai service programs. Greater emphasis on the accountability of programs and the
ever-shrinking availability of funds heighten the need for detailed information to evaluate the
status and effect of programs and organizations and to justity their funding levels or even their
existence. Information becomes an increasingly important foundation on which to plan for
pressing social needs and to develop and substantiate legislative proposals. New stdtutory
and government reporting requirements aiso contribute to the need for information.

The radical technological changes of the past decade, which made possible the efficient
and effactive maintenance of enormous data banks ef information, led human sarvice organi-
zations to turn increasingly to centralized automated systems for their information needs At
an increasingly lower cost, more data can be recorded in the computer, retrieved, manipu-
lated, analyzed, and even merged with other data’ In addition, telecommunications advance-
ments permit the transmittal and retrieval of data over long distances (even tholsands of
miles) at different physical |ocations. .

Risks and Implications

Autbmated information systems that contain individually identifrable information are poten-
tially invasive of.the nghts to privacy Abuses of privacy can occur when the system contains

\ -
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unrestricted collection of data about people, stores inaccurate or incoﬁwplete data, or allows
unauthorized disclosure. These situations can lead to incorrect or otherwise harmful conclu-
sions about the persons identified in the system.

The capability of the computer to maintain and print volumes of information at tremendous
speed creates a potential for agcess to confidential information previously not retrievable.
More data are available because lower computer storage costs encourage the collection of
more information and its longer retention. This eans thatinaccurate information is also more
readily accessible to more people in less time ever before. With data easier to access and
share across physical distance, organizations may reference information more frequently,
extend its use to new areas, and merge and correlate potentially damaging information from
diverse sources. .

«

Whether accurate or not, the information can have a detrimental impact on an individual’'s
future. Many organizations may not accept persons with child abuse or neglect records as
edoptive or foster parents or day care providers. This judgment of child maltreatment may
represent the decision of only the<investigating worker, without a judge establishing guilt
beyond a reasonable doubt after a fair trial. identification of a person receiving alcoholism or
other substance abuse services may also jeopardize job and other opportunities. With data
increadingly being kep! for historicai purposes on computers, oid actions may make it more
and more difficult for indrviduals to start new lives for themselves. regardiess of their efforts
and capacity to grow and change. -

The right to privacy and the confidentiality of information 1s an especially signjficant issue
for human service agencies These agencies’ social work staff offer services that involve a
client-professional relationship built on and directed toward the communication of personal
matters. in this computer age when citizens are apprehensive ahout their privacy, the client-
professional relationshio can be adversely affected by real or imagined breaches of confi-
dence -

Conflicts also arise between the information needs of one human service agency and the
confidentiality requirements of another An example s the conflict between substance abuse
treatment programs and child abuse and neglect reporting statutes Legisiation creating
federally funded drug and aicohol programs provides for strict confidentiality of patient
records In enacting the legislation, however, no consideration was given to requirements for
reporting suspected cases of child abuse and neglect This has cause# a nationwide problem
for child protective services because Federal requirements prohibit substance abuse coun-
selors from sharing any information about clients, including incidents of chiid abuse and
neglect ) *

Safeguarding Information

Confidentiality of inforrhation must be established and maintained when it is in the interest
of the privacy of the individual Basic methods for preserving confidentiality are collecting
data sparingly, imiting dissemination, providing protection, and checking data for quality and
consistency The individual must also be allowed %o check on the organizations that collect
information about him Where automated inforrhation systems contain individually identifi-
able information, the organization must pstablish confidentiality policies and procedures
concerning the collection, recording, and use of the information These principles must be
advocated and adhered to In the design, implementation, and use of automated systems To
minimize the potential threats to privacy and to safeguard personal information, policies and
procedures are necgssary in the followsng areas -

e Recording of information.
® Access to records, . e




® Expungsment of records,
o Client rights, -t

® Monitoring mechanism, and
® Sanctions.

Recording of information e

All data elements in the system should be scrutinized to assure the necessity for their
collection and to determine the use to which the information will be put, taking fully into
account the impact of collection and dissemination on individual lives and liberties. individu-
ally identifiable information should not be recorded or automated unless:

® The.expressly stated need to do so clearly outweighs potential misuse and invasions of
privacy and confidentiality. ’

* itis essential to making effectivé decisions about the cliént or family.

o Data elements are expressed insofar as possible in objective, factual, and nonjudgmental
terms. identification of handicaps such as mental retardation should be included only when
substantiated by a professional diagnosis

Explicit documentation exists as to the reason for collecting the information _and the
purposes for which it will be used This documentation should be reviewed by an attorney
general or local attorney.

The identity of the client is not revealed when this information is retrieved for management,
planning, evaluation, or research purposes—only aggregated, surmmary data can be made
available for these purposes

7

Access to Records

No persons or organizations shall have access to individuallyidentifiable recorded informa-
tion except where such access has been approved by{.he organizations or perscns responsi-
ble for granting such approval. The dissemination and use of information must be for a
necessary and lawful purpose. Approval of access requires consideration of the following-

® Maximum effort to insure the confidentiality of information entered in the system.

o |dentifiable pérsonal data are not used for a purpose other than that for which the data are
collected.

Information is available only to organizations that can demonstrate the n and have legal
rights to such records in order to carry out official duties Other organizations should have
no access

Such access will not be approved unless determined as essential to serve the client or the
client’s family

Written rules or regulations governing access to information should include identification
of persons and orgamizations authorized and not authorized to have access, a means to
identify those give cess, any limitation on the potential use of the data, and a method of
informing workers and clients of the data use. The rules should stress professional ethics of
sarvice workers to respect the privacy of the clients and to use responsibly the information
gained in the course of the protessional relationship. '

Expungement of Records

Expungement concerns removing or discarding information attera period of time when the
data are no longer valid or the information is no longer essential. Policy and procedures on
expungement shoyld explicitly list the removal of data in the following conditions.
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occur.

e The name afid other client identifying data should be removed from a client's records as
soon as the information contained in them is no lQnger necessary to serve the client or his
family. This could be after the closuréof a cass, depending on the purpose of the systam.

Once removal has been determined to be necessary, the expungefnent of the information
should be accomplished so that all futureidentification of the individual on computer record is

e When porti:‘}s of the record are out of date, selective removal of this informatién shouid

Client Rights —

Every client should have the right to know the nature of all recorded information pertaining
to himseif and have the opportynity to.inspect it. The social service agency should inform each
" client fully about the following: .

® The nature and use of the information to be recorded,

e Thetactthatinformation is as current and as accurate as possible and that safeguards exist
to prevent misuse,

The agencies or pérsons authorized to access such information,

The client’s rights to inspect his records,

The client’s rights to have a copy of his reco}ds, and

The procedures by which the client can request correction or expu néjement of any informa-
tion believed to be inaccurate or potentially detrimental to his rights of privacy.

At the ciient's request, the organization should provide the client the opportunity to read his
file and challenge entries that may be unfair, incorrect, or out of date with respett to the
pu for which they were collected. The client should have the right to prevent records
kept'on him for one purpose to be used for another without his consent and to appeal the
content if he does not agree with it. Thisis particularly truein such sensitive areas as protective
services. When disagreement exists over a client-requested correction or amendment, the
client's claim should be noted and included in any subsequentdisclosure or dissemination of

the dispwiad data.

L3

Monitoring Mechanism

The manual and automated sateguards to insure the confidentiality of the system are easily
forgotten once the system is operating. Therefore, documented procedures should exist for
an independent party to periodically audit the system's operations to insure compliance with
all established confidentiality rules and regulations This internal audit should include:

e Review of established information requirements and actual information collection,
e Review of reasonable precautions that the data are reliable or not misused,

® Review of individual or organization requests for disclosures to see that rules regarding
authorized and unauthorized release of information are followed,

. ® Revjew of security measures to test the adequacy of the system's operational and technical
safeguards, . ’ . .
e Testing of management's compliance with laws and regulations governing computerized
information gystems,
e Review of individual complaints and dispositions, and
® Recommendations for improveme‘t or change.

.
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Saqcﬂons

The organization should establish sanctions making it a crime to obtain information from a
data bank by fraudulent means. Penaltiés should include fines and even imprisonment for
violations of the provisions.

Security Measures

No automated information system is totally sate from unauthorized access, but security
measures can preveht and deter physical access to confidential data. They are aiso effective
mechanisms for insuring data entry by authorized personnel, reducing the possibility of
computer fraud and tamperlng with data, and preventing inappropriate release of nonconfi-
dential information on agencies a?d servuce providers

Several types of security strategies exist: .

® Procedural techniques' These place constraints on the individual user
® Physical security This relates to the protection of and access to the computer environment

® Internal secunty. This relates}o the controls afd protective mechanisms within the compu-
ter system b

Planning and seiecting security measures require balancing the financial and other costs of
safeguarding the data against the probability of loss or the potential adverse impact of
confidential information. Increasing the stringency of security measures can reach the point
of prohibitive costs and an unworkable system. The trade-ofts in an extra margin of secunty
must be weighed against increased disadvantages in terms of cost and user inconvenience

/

\\/

Procedural Techniques

-

Many procedura] techniques are available that imit unauthorized access to information-
Administrative controls over the use of thessystem,

User identification systems,
Data distnbution,

Safe disposal of computer documents and reports, and
Secunity officers .

.

Administrative controls relate to the use of the system by ditferent personnel They may
decide who uses the system and for what, and may separate sensitive work by its natural
divisions.

Special identification systems restrict access or release of data on a justified need-to-know
basis. The various levels of need-to-know, the type of security measures, the type of access,
and the access to which data may be determined by the job tlassification and position
tesponsibilities. Passwords are used with online systems. In cases of phone contact, matrix
codes may be used to be sure that the requester is entitled to know the information. This is
critical for a protective seryices central registry *Both matrix codes and passwords should be
changed periodically to r;uce thre possibility of their use by inappropriate persons, and the
holders of passwords and matrix codes sminstructed on keeping them secret.

Data distribution is concerned with insurin documents and reports with confidential
data go to the correct source and are properly handied in transit. Proper data control proce-
dures should guarantee this. Personnel authorized to receive copies of reports with identify-
ing client data should have been determined in the planning of the report If the material is
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" transported by an individual or company, bonded couriers or drivers should provide a mea-
sure of security.

The safe disposal of discarded name-ldentifying computer reports and Input‘fonns is also
important. Procedures should exist on disposal of all documents bearing client names and

preferably inciude the dse of a paper shredder. ‘

A security officer should exist, with responsibility to pien and implement security measures.
These responsibilities may include briefing new employees on confidentiality requirements
and security procedures, managing the password and unique identifier agsignment and
distribution, authorizing individual's level .and type of access to the system, and monitoring
and testing securjty measures to insure their required functioning. The security officer may
complete a forfn assigning an individual's identitication and authorizing access level that
formaliges access and instructs data systems staff to modify the system accordingly, incor-
porating the identifier and access level into the internal computer security.

Physical Security

Physical security is the protection of the computer and confidential information by choosing
a location and/or securing locks to sliminate the possibility of unauthorized access. One
measure is to locate the computer, terminals, and confidential reports in physically separate
areas. People entering and leaving the area may be required to wear a badge and to sign in.
Terminais-shoulid be placed in areas not accessed by the general public, but if they are needed
bg the intake receptionist, the display of data might need to be restricted. Another physical
security measure is thetock-and-key approach for locking up terminals or for securing an area
with confidential printouts. *

1

Internal Security s

The internal security measures involve computer programs and telecomrnuniciations 8ys-
tems. Many measures eﬂ?t help protect the privacy and security of records. To breach the

~

computer would require knawledge of computer operations and programming and an under-

standing of the system's automated procedures for acquiring the information.

Some ofjthe measures that can be programmed into the system are:
® password§, .
® access levels, . .
o identifications for terminals,
® cryptography, and -
® system design features enhancing confidentiality. )
Passwords and access levels have already been discussed as part of the procedural &curity
measures; they are aiso part of internal security because they must be programme into the

system. An additional security measure Is identifying terminals and tying access to data and
performance of certain functions to particular terminais.

" The system may be designed to provide greater safeguards for confidential information.

One example is tha separation of name identifiers from specific information on the elient. .-
Another is the automatic expungement of names and possibly other information on closed”

cases.

An online information system poses special problems in safeguarding the confidentiality of
information that do not exist in batch processing or manual systems. The unauthorized ac
may occur at a remote site rather than at the location of the confidential information. Some
security devices—password control, physical security, and terminal lockup—have afteady

\ ‘ . . \ i
‘ 67

14




been discussed. When the system transmits sensitive information, additional security
‘techniques to consider are cryptography protection to communication lines or a dedicated
lipe. Terminais may also have features such as automatic removal of data from the screen if no
action takes place or shut down if, for example, poor password tries suggest possnble system

tamporlng

“m plannlng the information system, the user advocdte and other system designers must give
carefui consideration to the type of data collected and the security measures used in protect-
ing the confidentiality of the name-identifying information. The security measurés are critical
and should be specified in the detailed design document and incorporated into the system in
the implementation phases.
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VI. Implementing a Social Service
Information System -

The conclusion of the system design shifts the information systeni effort from a planning to
aa execution mode involving four interrelated phases:

e System developmemt?

-

¢ installatjon,

e System operation and maintenance, and
e Evaluation. :

The implementation phases are a challenge to the orgaaéa?bn‘s capabilities to provide and

" manage the needed resources for making the systém a reality, to rally and orchestrate .
" additional resources for installing the system and preparing the agencies/sites for changes

introduced, and to maim@m the smooth operation of the system and rapidly coregctemerging
problems. in addition, Management must insure the incorporation of the system's products

into the related organizational functions and gequire periodic evaluationstof the system to .

identify changes thafmake it more acceptable to users and more efficient. Each phase brings

)

new challenges. L] ‘

The chapter describegthe major activities occurring in each succ&_ivé phase and high-
lights areas of particular interest and concern to managemept and eystem users. Some key
areas of concern for all levéls of management iff the organization are acquiring the needed
computer equipment, testing the system, préparing agencies or siths for installation, and
training all personne} affected by the system. The user advocacy unit and the evaluation
process are giso described for their impostance ir* resolving problems and building accep-
tance and effective use of the systept. Tg enhance management'’s readiness for dealing-with
unexpected complications, the chaptefalso discusses the typical problems encountered

during the system implementation.
’ - ) -

The Implementation Phases

The shift of the project from the planning phases to implementation increases the demand
for'a strong project management structure. Technical leadership is critical during the system
development phase, with strong support from the user advocate unit. Then leadership from
the user director or a key management person is essential for directing the work @f user-
oriented staff in installing the system in local agencies or sites, #hile technical staff @stablish
the data processing foundations-and insure continuous, uninterrupted cofmputer support. In
the system operation and maintenance period, the leadership demands are significantly iess
as the new system becomes part of the regular data processing production, During this period,
the user advocacy unitresolves problems, trains as needed, encourages the utilization of the
system products, and periodically evaluates the system and requests changes and enhagce-
ments. ’

The project team is under the greatest pressure during the system development phase.
Suddenty many more staff and newcomers to the proposed system are part of the team and
have roles and responsibilities requiring considerable coordination. A complex effort could

increase staff from 5to 40. Their concerted effertto transform the system design to acomputer.

1
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system raises many problems and issues not previously identified, and fast resolution and
decisions “are necessary for timely completion of work. Project management must also
monitor tight time frames and stay on tpp of the work. This becomes increasingly difficult
when presgures mount and problem after problem crops up. The situatioh can further de-
teridrate if staff become reluctant to reveal their work difficuities and delays for fear of
becoming the scapegoat for seriqus projectdelays. If the project statf is largely internal rather
¢ consultants, data.processing emergencies may cause a temporary drain on the project

tatf and exacerbate a tight resource situation.

, .

Another frequent problem in system development is late requests for changes and additions
to the system that had notbeen identified in the design phase. A "‘design freeze'’ onthe system
design is absolutely essential for the timely completion of this phase within budget. The
cumulative impact of many small modifications can be sighifigant. The changes requested to
the system design should be held until after project corgpletion in the pilot site except under
unusual circumstances Exceptions might be the identification of a design flaw on the rew
mandated information requirements. Before any changes are incorporated into the system
design, management and the project team should review them for their impact on the esti-
mated costs and schedule and give approval for their inclusion .

Installation phaée complications result from orchestrating and sequencing all the events
that must take place and creating receptivity to the changes accompanying the new system
The effort often involves many nonproject staff and requires orgamzationwide support for

giving the tnstalldhon the needed prionty status and for carrying out the training.

The major activities in the four phases are discussed next, followed by a more detailed
treatment of ¢ntical areas that directly involve management and users and cayse them
substantial concern These areas are testing, pilot site acceptance of the system, preparations
for system installation, documentation, training, and the evaluation process. The role of the
* uskr advocacy unit 1s described further for these phases.

System Development ' .

System development covers the activities requiredtb made the design a reality and prepares
the system for impiementation. The major activities are constructing the information system
throygh the generation of the data base and/or files, coding and testing programs, testing the
system in a simulated environment, acquiring the equipment, and organizing for the installa-
tion. The major products of this phase are. .

‘e Test plan for system acceptance, .

Data base and files generated, ~

Programs coded and tested, (VR

System documentation, .

Systems test, ! i
Conversion’plan, ,
Procurement of forms, tools, and other materials, and

Hardware acquisition

J -

The magor focus of system development is on the computer The developmenfof the system
is @ssentially moving from the abstract design completed in the planning phase to a concrete
representation of the solution in code and procedures that can ke implemented. As the systemi
becomes areality, and confurrent with the.completion of the'’computer system and testing, the
organization must prepare for the pilot.test and become ready for the total system nstallation

-effort. For effective computer sugport, the acquisition of equipment needs to begin as soon as
possible to insure its availabilify for the piloting and installation, and the system dpcumenta-
tion and computer operations manual must be completed to insure g smoothly functioning

¢




Ed

and understood system. A conversion plan is required where existing manual or automated
data 1s to be transtormed and used in the new system |f automated systems are available,
programs must be written and tested prior to their actual use in transfarming the data
Preparation for the users includes ordering fdrms and helpful worker tools, developing of the
user's guide, preparing the training plan and curriculum, and training the trainers Once'the
new system has acquired its computer life and successful testing has occurred, the project
moves into the installation phase * .

Installation - S .

e
g

Installation is the' implementation of the new system in the piiot sites and all locations that
require advance preparation with the necessary equipment, training, and suphort The major
accomplishments in this phase are )

* Pilot site test,
Installation plan,
Agency preparation,
Operations manual,
User's guide,
Installation of the information system infrastructure,
Tratning pilan and curriculum,
Training, )
Conversion, ~
Installation of new procedures,
Shutdown of the obsolete system, and
Operation of the new system PR

4

The pilot site test I1s the extension of the testing into the real world to judge the system's
validity and its readiness for full installation Meanwhile, the organization must continue its
mobilization and preparation for full implementation The installation plan brings together
and sequences all required activities for achieving an operating system It must weave into a
schedule the new activities of mstallmg equipment, preparing sites, train converting, and
introducing the system, with the beginning data keyel to the successt nclusion of the
pilot The shutdown of the obsolete system occurs as the new one I§ lled

Agency preparation involves setting the stage for the change and leading the way for the
initiation of all the interrelated activities The first major activity is often the establishment of
any equipment or data processing structure required for accommodating the new system
Depending on the effort required and the methodology, conversion of automated or manual
data to the system may occur early or late in the project Training is most eftective when it
occurs just before the implementation of the system The user's guide comes with the training
and serves as a procedural reference for workir® with the new system The operations
handbook is the refgrence for data prd&cessing to run the systenglt

Oberatlon and Malntenance of the System

As theinstallation takes place, the‘hew system enters the operation and maintenance phase
Data processing has sighificant regponsibility for providing*smooth computer suppert and
proper processing of the system’s infut and output The user advocacy unit has a smalier but
critical roie for handiing user problems, monitoring input and output, training on the system,
and accammodating information requests. N

(]
The typical information system involves three major operationai processes relating to input,
the computer. and outpat The input process involves the user sta#f completing a form’
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possibiy other staff reviewing the form for obvious errors, and data entry staff entering the
information on terminals or through other methods. The extra steps involved with the form and
its review may be eliminated where the user enters the data directly on the terminal. The
computer processing then begins validating, rejecting, and accepting data. This is followed by
the multiple operations of the programs such as calculations or checks for compliance with
" standards incorporated into the computer. The processing produces reports and updates the
data for inquiry screens. Theroutput process involves the handling of the resulting reports and
turnarodnd documents, which may require bursting, decollating, trimming; and binding;
controlling for complete and accurate output; and distributing the documents and reports to
the appropriate users. The users have responsibility for using reports and beginning the cycle
over again, updating the documents. )
L)

Evaluation )

A formal evaluation of the information system is the%l phase of system development. A
preliminary evaluation occurs during the piloting of the-system and immediately after the full
{nstatlation, but the formal evaluation generally takes place approximately 1 year after im-

lementation. By then the system has acquired full stability in the user environment, and
idence of its impact and value is clear. The first formal evaluation ofthe system has several
objectives: " \
® To assess the achievement of original objectives and benefits, , c
® To identify newly emerged objectives and benefits,

.
® To evaluate the viability of the system in terms of user satistaction; technical and operational
. performance, and cost, -

® To identify satistactory and unsatiéfactory elements of the systerﬁ, and
® To recommend changes for correcting the unsatistactory elements and incorporating
needed system enhancements. - .

. . ¢ <
Other subsequent evaluations may identify changes and enhancements needed over time.
The evaluatton inchudes (1) areview of the system’s objectives, documentation, and current

known problems, (2) fact-finding and analysis process, and (3) conclusions and recommenda-
tion. The user advocacy unit should give leadership to the tormal evaluation of the system and

address the user dimension. Wherever possible, independent evaluators, such as the Ameri- .

ean Humane Association for a child protective services system, should be included to obtain
an outside agsessment on the system's achievement of objectives and suitability for the users.
The data processing staff should undertake the technical evaluation of the system and may
include outsiders and conspuitants in this effort to analyze the efficient use of the system and
other computer-related areas. : o

Testing . .

A

Testing the system is among the most important activities during the system development
phase. Perfect programming is almost impossible to actieve, and testing is the most etfective
strategy for identifying errors. Several levels of testing exist.

4
¢ Individual program testing (including string testing),
e Systems testing (including backup and restart testing), and
® Pilot site testing. - : .
From this testing, management derives assurance that the system performs according to the

design, works in a real environment, and is finally ready for implementation. The pilot test
results are the guarantee that the system is "debugged“~ before system installation. This is

*
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critical to management because, while a new system causes moderate traumatic change, a
“ faulty system may increase the extent of trauma beyond tolerable limits and destroy the users’
confidence in 1t . 7

Despite its value, testing 1s often the most short-changed activity-during.the system de-
velopment phase. Unfortunately, testing frequently begins when the project has encountered
schedule delays and may risk not meeting the target datg for the pilot site. Pressures mount
further on the project staff as the programs working correctly are found to have problems, and
analysts and programmers begin to take shortcuts The proposed painstaking matching of test
results with planned results may be replaced by a qu1ck thumbing through the report, saying
the programs and system look good Meanwhtle errors continue to exist undetected until the
installation in the pilot sute\ )

" The systems testing requires an independent group with the explicitresponsibility to scgnoff
on the testing effort and venfy theaccuracy of the results. The group could bedataprocessing
statf notinvolved with the project, but preferably the user advocacy unit provides this check on
both the programs and the system functioning The user advocate has the advantage of
extensive knowledge of how the system should fit with the environmeft, and can more easily
detect discrepancies between the system and the environment that were not apparent from
reviewing the system specifications The advocate's identification with the users and his
appreciation of the impact of poorly debugged sysggems can make him very conscientious in
contributing to and revielwing the testing Other advantages are secondary to the testing but
central to the project It forces the advocates to acquire a profound understanding of the
system, which facilitates their preparation of both the user's guide and the training cur-
riculum For the advocates, the testing is also one of the best learning experiences on the
system

Atesting plan should include the test philosophy geceptance criteria, and methodology to
analyzetestdata and determine compliance with th ceptancecriteria It shouldidentify the
testing tools so that plans can be made for early preparation and applicatjon Testdatashould
represent all realistic conditions but 1n as small a quantity as possible Validation is laborious
work, and 1t 1s not necessary to have more than one example Qf apossible condition Another
part of the methodology should be the early development of the usersuide and its lateruse in
the testing prqc%uqu to evaluate its clarity and convenience for su\cg:reas as completing
documents and undgrstanding error messages Furthermore, this approach confirms the
consistency between the program documentation and the system's operation, and offers the
side benefit of forcing good progrargdocumentahon The user advocate has a major role and
contribution in all levels of testing

Program Testing ‘

Upon completion of each program, teétmg determines if it performs according to the
' specifications String testing is the next level, which shaows that the program can function
’ properly within its segment of the system For example, if program B process requires
. program A data and then gives data to program C, string testing checks the linkages from
programs A to C It is easier and more economical to detect. 1solate, and correct errors at the.
lowest level of testing The cost-revealing and rectifying errors become larger with each

successive testing step in the development cycle

) Test data are structured so that predicted results ean be monitored The testing should

' verify, for example, that the system accepts only valid data, performs the necessary edits

~ properly, produces correct error messages whenever an error occurs, handles dates and
computations correctly, and mamtams the proper security

The programmer begms the process by testing his coding and segment linkages Attgr the
completion of the programmer's tests, the user advocate starts his testing on the individual
programs with consultation from technical statt and then proceeds to the higher levels of
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testing. Systems testing begins after the Buccessful conclusion of the individual program and <
string tests. “ ’

Systems Testing . ‘

This testing determines that the system performs according to the agreed-to system design
and the intentions of its architects. Management also has a guide for judging the technical-
adequacy of the computer system and measuring the progress of the project. The testing is
sequenced into "days” of work, and ‘‘day 2 begins after the successful completion of ‘day 1.”
The completion of a day requires not only the initial entry and display of information, but also
the identification and correction of error§ and the subsequent retesting to see that changes
have been made and everything is working correctly. A day of testing may actually require 5to
10 days, especially in the initial period of testing. The testing progressively covers larger and
larger groups of programs until the sys;em becomes an integrated and tested whole.

The full systems test analyzes and controls for all possible conditions. Some examples are: ¢
Error conditions function properiy'

Exception conditions function properly

System does not accept garbage data,

The data base 18 successtully updated.
Turnaround documents are generated correctly
Reports are generated correctly '

Online inquiries function properly. )
. User‘g manual is correct and accurately reflects the system procedures and fiows
Backup, recovery, and restart testing is aiso necessary to determine if the programs and data
can be successfully recovered when problems occur. After the test, the system is ready for

validation in the real world to ascertain if the model runs correctly and is a true representation
of the user's needs .

.

Pilot Acceptance Test

The pilot acceptance test verifies the successful operation of the system under varying
conditions of the real world and gives management the basis for deciding on its readiness for
full installation A pilot experience also allows the contairvment of any system problems and
major design flaws to a small location and their correction and retesting before the system is
extended formally '

0

The pilot sitép!réan have numerous combinations of locations, site characteristics, and
duration of piloting. The choices often relate to the complexity of the new system and its
requirements for accuracy. A smaller system, such as one for child protective services, may
have a pilottestin a cluster of agencies {for 2 months, whereas a complex social service system
may have multiple sites introduced gradually one at a time. See appendix B, figure 1 for a
comparison of different pilot site plans. Sometimes smalier systems move directly from
systems testing to implementation; while this is not advisable, it is possible

Complex systems.must go through rigorous testing on a phased-basis "“shaking down" of
the system, identifying and resolving any major "‘bugs” in a small location. Whenever the
system includes financial data, the test site probably needs to duplicate manually all auto-
mated records to verify the absolyte accuracy of this portion g the system and to havé the
capacity to handie the financial operations if the system should experience serious system
problems. The first pilot has the painful *'shakedown’ and should be in close proximity to
system staff so that immediate help can be available. The start of the next pilot site does not '
- ¢begin until all the problems uncovered in the previous pliot site have been resolved. In effect,
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this fine tunes the system and allows for the further development of an etfective installation
team and methodology to carry out the implementation when the pilot testing has been
completed The last bilot confirms the successful system operation and permits formal an-
nouncement of the long-awaited fixed date on implementing the system

Pilot testing offers sites several advantages These sites are thd forerunners of the new
system and equipment and are in a pom?on to identity and intluence the changes and
enhancements made to the new system and to receive individualiized attention from project
statf A willingness to suffer the system problems while retaining a spirt of cooperation and
endurance 1s the price exacted for the special treatment. The pilots should possess certain
characteristics in order to fulfill this painful role adequately All sites must have experienced
persons—not new employees—to test and evaluate the system. and sufficient staff resources
to handle the extra and duplicative work The agency administrator and statf should support
the agency serving as a pilot. and if applicable, the local agency board should give its
endorsement Other important qualities are the agency's overall strength and operational
effectiveness and. if feasible, the agency s’previous participation in the design of the system
and support for other implemented systems To select the sites. visits and study of available
management reports in the agency may be necessary to become sutficiently knowledgeable
about the agency's ability to handle the stress and burden of testing Aftagthe selection of the
prospective sites written agreements are useful in detailing the extent of both the project and
the site obligations

Acceptance testing in the pilots provides the ultimate review and refinements in the follow-
ing areas !

e Each programe

e The m

e Users mamnal and

e Training mefhodology

Testing also brings to the surface any gaps in the design and their correction Thfpract;cal
experience in the pilots gives mpre insight into effective installation methods and procedures
*and technical assistance necessary for the system s incorporation’into agency procedutes

Preparations for the System Installation

The installation plan brings together and sequences all required activities for achieving an
operating system The specific purposes are to provide the structure for orchestrating and
scheduling the muitiple implementation activities predict and measure progress, identify
project roles and responsibilities. and inform management and users what to expect and
when

The plan insures smooth implementation by planning and scheduling major activities into
manageable uniis with realistic time frames that can stand up under pressure The schedule
must consider the resources available and avoid wherever possible peak demands on trainers,
telecommunications support,and other key implementation staff The plan must also reflect
an acceptable pace of change compatible with the user's ability to understand, tolerate, and
incorporate the new system

The size of the system affects the scheduling of impleentation activities Small systems
can be introduced at once following a training session, others have several steps in the
implementation process—conversion, followed by training and immediate use of the new
system Com systems may mplement not only by subsystems. but also by a series of
instaliation activities within a subsystem This 1s often the case where an information 8ystem

infrastructure must precede the introduction of the new system, to provide the prerequisite
foundatfon such as data entry capabiiity and computer equipment, forquts operation

-
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The implementation activities needto begin as early as possible to expedite the process and
prevent a bottleneck of activity at the point of introducing the system. Testing and refining the
user's guide and the training curriculum in the pilot sites is a major accomplishment that
permits aimost immediate implementation of the new system in other locations. Equipment
procurement should proceed as soon as approval has been given, and other activities can start
as edrly as feasible. '

-

Information System Infrastructure

The instaliation of the information system "“infrastructure’ is the establishment df the data
processing foundation for supporting a system The introduction of a system-cannot take
place without the prerequisite data processing foundation that allows the entry, processing,
and’distribution of information. Essential parts are the computer hardware and a data entry
capability, A centralizéd data processing foundation serving decentralized |ocations may aiso
require a distribution and pickup operation—for instance, a courier service—and/or a tele-
communications network The implementation of the foundation must precedg the introduc-
tion of the system. For instance, a totally centralized data processing operation serving
decentralized locations must have a distribution and collection operation, an online informa-
tion system must have the telecommunications network and the terminals in‘place betore the
new system begins operating. Theretore, the implementation of the new system may require
the simultaneous planning and installing of data processing equipment and structures. Each
part of the infrastructure brings its special problems and increases the difficulty of implement-
Ing a new system smoothly These probiems require speedy resolution for maintaining the
user's confidence in the system and proceeding with its timely installation

Data Processing Center .

The data processing center must be prepared to provide and maintain the computer
hardware support as well as the programs (sottware) that run the new system. Computer
hardware may involve only equipment at a central location, orin the case of an onhine system,
terminals and printers along with a telecommunications network - Support for programs
requires the organizational readiness to eliminate any system problems surfacing, to adjust
the programs for system improvements, and to documentail changes Thecenter must aisobe
able to respond to ad hoc requests for information from the system.

The management of the information flewing toward and from the computerrequires special
support (data control) within the data processing center to insure that the entry, uf®, and
receipt of data is authorized and consistent with procedures. The data control statf aiso
facilitates at an early point the identification and correction of data processing problems such

as the production of erroneous reports that otherwise would adversely affect the users of the
system -

»
A data gentrol center within data processing must perform the following critical {unctions as
the sygtém 18 instailed ’

® Receive all input and determine that data originate from an authonzed source,
Have procedures to insure that ail input received 1s procgsseq by the computer system,
Control input documents so that they are not reprocessed, = -

Maintain a schedule of reports to be printed from the computer and identity when a reportis
not produced on a timely bass,

e Control reports in terms of accuracy, completertesg. and correct number of copies, and
scan for obvious errors, ’ ’

® Request the correction of bad reports and ask for new runs. and
e Distribute correct reports and turnaround documents to the user
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Data control prevents the loss of iInput documents and facilitates their proper processing. It
aiso helps reduce the distribution of reports with visible problems before the user becomes
aware of errors Data control functions must exist for the smooth and correct fiow ot data at a
central point .and at decentralized points where mulitiple user sites exist

The dataﬂ’rocessmg center must monitor the adeguacy of the total operation—computer
equipment, telecommunications network, programs, data control, and data entry to insure
that they are performing adequately and according to plan Adequate controfs must exist to
prevent excessive errors in data entry One method 1s to rekey the irformation and compare it
to the first entry, thereby venfying the correctness of entry However, key verification is not
available for online entry and other procedures must be developed

Agency Preparation

Implementation brings about varying degreés of change n the way an organization and its
people work Introducing these changes is a difficult problem with severe consequences for
getting it wrong Impacts on the organization may exist for both the short term and long term
Theagency needs afullunderstanding of the effects and sutticient time ta plan for them before
the introduction of the system The short-term impacts involve the conversion efforts, which
often require substantial time resourcesygnd learning to master the new forms, etc The
fong-term changes relate to the mtegrat;?uf the computer process and equipment with the
work performed by the people in the anization Most of the changes 1n social service

systems fall into four groupings A

& new docurnen.tatnon methodology

¢ changed work processes and procedures
e staff. and

® new equipment

Agency preparation is the process of planning for changes in advance. taking into account the
human factors that come into play at impiementation and must be worked through Adminis-
trators and supervisors can influence the receptivity of staff toward the change Chapter?7,
Acceptance of the Social Service Information Systerr hés a section on major changes
affecting people

Documentation

Documentation insures correct communication about the system to management users
andtechnical statt Throughout the development phases. it i1s a means of preventing distortion
of ideas. promoting project controls recording design decisions, and making visible the
capabilities and limitations of the system The final set of documentation prepared or com-
pleted in the installation phase provides a history of development. a guide to system mainte-
nance and operation and a tool for evaluation and changes to the system Without good
documentation users may not work correctly with the system, and programmers may intro-
duce undesirable side etfects Thedocumentation of the system shoujd include the following

-

Functional requirements,
System concept and overview
S(ystem design specitications
. Data dictionary

Programming specifications
Operating manual, . i
User s guide including forms reports terminal uses and instructions, and
Data entry procedures and data controls
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The functional requirements, system concept and overview, system design specifications, and
data dictionary are resuits of the planning phases\ The others are products of the implementa-
tion phases. The operating manual, user data ntry procedures, and the user's guide are
instrugive documents that describe in detail tasks that may or may not be related to auto- ,
mated processes but are esserttial for the efficient and effective use of the' system.

The user’s guide describes the functions performed by the system and serves as a reference
for completing forms, understanding and correctihg errors, using terminals, and interpreting
reports. The document should also describe interfdces with other systems and identify re-
quirements for history, purging, and security. Large systems may have both a complete
reference document and abbreviated manuais directed toward the needs of the particular staft
using them. Unfortunately, acomplete and cleardocument may become large and overwhelm-
ing and consequently less useful to staff. It becomes the reference of last resort, if consulted at
all. The projectteam must develop a'way of presenting the necessary information into an easily
used document. Part of this method may be quick-check worker tools thatencou rage verifica- -

. tion of data elements reported rather than guesswork and questionable colleague advice

The operations manual describes the technical system and its operational environments
and provides the data processing center the information needed to execute the system's
programs and to maintain the data Data entry and data control procedures may be in a
separate manual or part of the user's guide, they address the steps to follow in entering data
and controliing the fiow of data into and out of the computer

Preparation of the manuais requires research, clear writing, and verification of the accu racy
and adequacy of the materal with the technical and user statf As changes occur inthe system
over ime, these documents need to be revised and kept up to date so that the system s
completely and accurately described in writing .

A1

Training ' o

-

Training s cnitical in implementing a new information system to insure user's understanding
of the system and what the changes mean to them and to gaintheir acaeptance of the changes
The user advocacy unit must pian the training structure for its delivery, and insure its im-
plementation This requires planning the training curniculum ®rganizing the delivery, and
impiementing the training

Plannln§ the Training Curriculum ' -

Planning the training requires identifyingthe trainees, deciding on the performance out-
comes that should occur as a resuit of training, establishing the content, developing training
strategies, and defining the evaluation process to assess the attainment of performance
outcomes. :

The trainees for a social service system are those persons affected by the implementation of
thé new system who will be doing something different related to the computer Below is a
" typical list of social service agency personnel and the changes they may experience

* Directors—manage the change process, oversee the data processing operation, and utilize
the system's reports and inquiry screens

® Supervisors—utilize the reports and screens, teach service workers how to complete forms
and use the system, and answer questions about the system.

® Service workers—collect and report the data and utilize reports and screens
® Financial officer—utilize the reports and screens and adjust accounts through the terminal
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e Clerical staH—perform data entry or data control, do name searches and other inquiries,
and handle statistical reporting

e Data processmg stafft—run the system, handle system technical problems, and retrieve
data

These persons should receive training related to tReir use and involvement with the system
4 ~

After identitying the trainees, the next planning step is deciding on the performance out-
comes expected of each type of staff as aresult of thetraining The questions to answered are.
Whatshould each type of staff be able to do after the training? What kind of changein behavior
Is needed? The scope-of the training effort relates to the ditference between current and future
activities, the different staff's capabilities to learn, and the length of time required to teach the
changes An assessment of the common and unique learning needs of the different statt
determines whether separate or shared training 1s advisable.

Setting the stage for the introduction of the new system®and its changes is crucial for the
reluctant and possibly hostile social service stat A presentation of computers and data
processing can be an etfective beginning, offering an opportunity for some humor as well
This approach gives the users some understanding of the fundamentais of computers and
data processing uses and imitations.Yn addition, it helps dispel mlsconceptlons reduces the
fear of the unknown, and brings out how computers can serve needs The users are then ready
for a comprehensive overview of the new system. the purposes and benefits to be derived, and
its place in the organization's consteliation of systems Service workers also need reassurance
on the effectiveness of the system’s security measures to protect the confidentiality of infor-
mation on the client, particularly for systems related to protective_ services Administrators
share the same concern but In relatiog to agency data such as performance and funds The
contentcan then shifttothe changes thatwill affect them, the factual information essential for
performing activities related to their role, and responsibility with the system such as complet-
Ing new forms, using new reports, orentering data into the system See appendix B, figure 2 for
a sample training outline for supervisors and service workers The extent of change intro-
duced by the new systerrigand the users’ previous experience and attitude toward systems
determine the emphasis and depth required, as well as the number and length of training
sessions

Staff s%cqumng the necessary knowledge to perform w activities introduced by the
system 1s difficult because of many intervening psychological factors The trainers strive
the trainees to learn the new. but staff are slow at remembering the new and forget the initia
learning at a rapid rate For service workers, the exacting demands of an information system
and their potential view of its requirements as excessive, useless, or bcring does not give them
strong motivation to learn the changes Consequently, the planning of the training requires
appreciation and application of the principles of learning in the development of training
content and strategies in order to increase learning and overcome forgetting.

Many different techniques attuned to the psychological principles of learning can facilitate
and enhance the learnjng process Stat should know what is expected of them. see the value
of learning the changes, and be motivated to listen and learn During training, each person
should know where he stands and how_well he 1s doing. and the trainer should recognize
progress and successes The training approach should also insure that in additionto learning
the change. statf understand the reason for the change and its intended resuits

The more effective training strategies emphasize experiential learning and involve active
practice rather than passive reception Someteghniques for increasing the staff's involvement
in the description or demonstration ot the change are

e using training aides and effective tools that stand out with the combined approach of telling
and showing.

e eliciting responses from showing what not to do {errors) as well as what to do, and
¢ gwing opportunities to discuss the new learning and later to practice 1t
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Useful repetition aiso reinforces the retention of the new knowledge and helps the staff
remember more. Teaching the material close fo the time of installing the system when the
learning can go into practice j8 also important. Heavy repetition in the early period of learning
aids retention of the material. ’

Many effective training aids exist that promote learning. Mixed media can create a lively and
entertaining format for presenting systems. Examples are films on how data processing
works, colorful siides describing the system, tapes of other users on the system describing
their experiences and suggestions for making it work, giant prints of the forms workers will
complete, attractive displays of reports on poster boards, and, for systems going into local
agencies, slides of the central data processing unit handling’the agencies' data and reports. In
addition, the use of online terminals provides effectivggearning through practice and can
dpmonstrate easily the system's security measures. The user's guide and worker tools should
be incorporated in the training so that staff will feel comfortable using them for performing
their computer-related responsibilities. The resulting advantages of greater learning are
smoother instaliation and operation of the system, higher quality data, and greater system use.

The benefits of a system are often associated with the reports produced and the information
readily available by on online system. Therefore, the initial training should cover the reports
and their use to insure that the service staff appreciate these benefits and see the value in
providing data. However, supervisors' and secvice workers' first concern is likely to be how to
complete the forms and handle error messages. Planning a subsequent training session on
the reports may be advisable, after the initial shock of the ch ange has passed and the staff can
have their own copy of the report. Agency directors and other managers also more readily
learn about the reports after system installation. They will have had some experience with
them and be able to comprehend their potential value more quickly. The training can offer
experiential learning through actual review and analysis of reports when management can
gain unexpected insights into agency operation, program management, and other areas.
Chapter 11, on utilizing information systems, discusses differant strategies for training man-
agement and others to make effective use of the reports. ’

-

The final planning area is deciding on the method for measuring the staff's achievement of
the learning goals and evaluating the training effort. The methods may include formal and
informal procedures. The former inyolves the use of quizzes, and the Iatter relates to observed
learning evidenced by participation in the session and responses to questions. Training
strategies should also be evaluated to determine the need for improvements.

The Training Delivery System

. [ )

The planning for the training curriculum sats forth the requirements for the delivery system
In terms of who needs the training, the focus and number of training units for each type of
trainee, its length, and the size of training groups. The nextstep is planningand organizing the
delivery system to implement the training.”

Planning the delivery system requires information on the number of each type of trainee
that, combined with the curriculum plan, gives the number of sessions. From this it is possible
to assess the financial and staff resources required to deliver the training and to identify the
needed number of trainers. The other key planning activities are training the trainers and
scheduling and sequencing the required training sessions with other installation activities.
Shorter time frames for training require more trainers. The scope of the training effort
increases with the complexity of the system, extent of change introduced, and types of

arsonnel atfected.

A training plan for introducing a comprehensive online social service information system is .

shown in appendix B, figure 3. Asmaller system would require less training, possibly involving
2 days for the initial training and a 1-day followup sessiod on using reports. :

uf)
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The trainers for the new system should have good training skills to create interest and
provoke learning The trainers should be able to discuss the system easily and know the
system in detail to handle any question or problem brought up by the trainees. Trainers must
also be able to see beyond the wonders of the system and to respond to the feelings and needs
of trainees Formal intensive training is necessary to insure a well-informed and effective
training force. Trainers involved in systems testing, pilot testing, preparation of the user's
guide, and development of the training curriculum need only practice for the traning role,
while others may require formal instruction of 2 weeks or more, depending on the system
scope ! '

A majordecision on the delivery of training is who will train the service workers They are the
largest and most imperant trainee group, not only bearing the system's burden of data
collection but also determining the accuracy and quality of the data by their cooperation.
Service workers need the best trainers to sommunicate complete information about the
system and to create a positive attitude toward the change. Many social service training efforts
focus on the supervisor with the explicit or implicit intent of having the supervisor train the
workers While this may be an economical use of central training résources, the service
workers receive poor, condensed training and become Il equipped to perform the new
computer activities efficiently and effectively .

Adverse consequences of trainig only supervisors on the new service information system
are

¢ Workers are not given the complete information, or
® Workers may not get any information, or
¢ Workers are not walked through the system with full explanations

Something s lost in the translation from trainer to s‘uperwsor to workers Moreover, service
workers do not have the opportunity to ask the system experts questions about handling
unusual situations Since they do not manage cases. the supervisors are unaware of these
exceptions The supervisors may also come back from training frustrated by the demands of

’ training workers and feeling unfamiliar with the system and their training responsibility Their
negative biases on systems may shape and reinforce the service workers

The importance of firsthand training for service workers Is also underscored by recognizing

- their role in future training eftorts Generally, the service worker, not the supervisor, teaches
{- new staff members about the system, and misconceptions and biases may well be perpetuated
among workers unless they have the opportunity to participate in the best training on the

system

.
-

The implications for training are that the system trainers should provide the needed instruc-
tion to both supervisors and service workers even though staft and schedule requirements
place significant demands on the organization The short-run etfort should reduce long-run
special actions to strengthen the system'’s acceptance and to improve data quality

The system installation will revga the ultimate success of the training for gaining accﬁ‘p-
~’tance of the system. teaching the accurate completion of forms, and encouraging the full
utihzation of reports Depending on the response of management and service workers and
existence of problems with the system. additional training may be necessary Training new
staft on the system may also become part of the organization's overal training plan, particu-
larly where a high attrition rate exists
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User Advocacy Unit’s Support for System
Operations

The user advocacy unit has six major functions to perform during and after the system’'s
installation: ’

e Maintain user documentation,
® Handle user questions and pgoblems,
e Monitor input and output,

® Manage nformation requests,

o entify the need fok changes. i}

The advocacy unit monitors the data quality and error control of the system and intervenes as
necessary to insure accuracy and reliability. The unit is also the responsive troubleshooter

always available to solve problems and give assistance. These functions contribute greatly to
building the users’ active cooperation with the system and reducing resistance.

The unit maintains the basic documentation that users need to understand and follow the
information system procedures. This includes the use®s guide and simple worker tools iike
code cards and cheat sheets. As changes occur, the documentation needs revision and
distribution so that staff are not following outdated documents. . -

Thre unit answers basic questions that are not fully addressed in the documentation. More
importantly, the unit responds to the user problems such as inexplicable data on reports,
missing cases, corrected information still appearing as errors, or the wrong name with a case
number Inevitably, users experience numerous difficulties with entering data and under:
standing unusual data on reports or fitting in unusual cases. The unit gives the needed
information and instructions and responds to problems expeditiously. When a problem exists,
the unit determines whether the source is the system or the worker's failure to follow proce-
dures. The former requires consultation with data processing staff to determine the cause and
the time frame for correcting 1t; the latter requires giving instructions to the staff on what they
need to do In the case of a problem witdbut an identified or immediate solution, the unit
explains why and when, defusing hostility and, as needed, creating a more realistic under-
standing of the system’s capabilities.

A log of all questions and problem?is valuable for several reasons. The identification of
system-related problems provides documentation of technical ingtabilities that may justify an
overall technical review of the system. The frequency of the problems may be an indicator that
the users have a seriously low confidence level in the system. In that case, some formal
statement and an emergency corrective action plan are imperative for restoring the confi-
dence level to normal The log of questions also reveals areas where users lack a wo ing
knowledge of procedures; if the need is widespread, it may indicate a need for technical
assistance or training. .

-

An equally important function is overseeing the quality of the data. This involves monitoring
error reports and the correction of errors entered into the system and checking on complete
reporting. Some systems require more monitoring than others. In some cases, more intensive
review is necessgry because more complicated error correction procedures cause conflsion
and difficulty. Ina&hMa’ses, systems have limited rewards or negative consequences tor the
worker and encourage lazy data reporting unless active monitoring is in effect. For example,
only intervention corrected the situation when one service worker in a locll agency deliber-
ately refused to update the information on his foster care caseload-until the monitoring unit
contacted him personally about reporting the céases; he had been waiting to see if the unit
could identify him. Systems with service payments for day care providers, foster homes, and
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other providers, and with other worker payotfs provide incentive to report accurately and
consequently reduce (but not altogether eliminate) the need for monitoring

. System identitied errors are the first monitoring priority, Errors adversely affect the accu-
racy of the data and the system'’s reputation on reljability, ultimately reducing all users'
. appreciapon of the system’s value. The unit must mon#tor to insure that prompt correction of
errors'is taking place When the errorievels becomeconsistently high, staft must take action to
tdentify the source and causes and then resolve the problems. The source may be the workers,
the data entry operators, or even the system. Correction of the underlying cayses of errors
{eips prevent extra work by the service workers in reehtering the same data as well as -
disullus:onmfntwith the system over the seemingly eéhdless work it creates

L4

'

Monitoring goes beyond examining errors and reviews the overall data quality in the system
through two basic methods

" 1. Reading a sample of cases in the system and companng narrative case records with v
. “8ystem data, and ’

N 2 Identifying a rahdom sample of workers and looking at a certain number of cases to
deterniine whether they have been reported to the system

Texas hds staff who do both for their social serggce system Virginia does the first as part of
Vs " theirgeneral monitoring of foster care cases Identification ofdiscrepanciesrequires action to
: request accurate reporting This benefits not only the individual cases reviewed but also thes
total reporting for the system, because the impression of “followup’” or ' management taking
the syst‘ém,serlously" encqurages more,conscientiQus reporting ) . .

. . Another responsibility of the user advocacy unit 1s responding to different users' infgrmma-
' tion requests The unit fnay handle these requests by referencing a library ofreports or using
easy software to produce a report The latter may be done by the unit's staff or by data

processing resources This 1S discussed In the chaqu on utilizing information systems

The unit also assesges the need for training on the system, based on the users' questions
« < and problems, results of monitoring, .and the utilization o the system If needed. the staff
delivers or arranges for tHe training Training needs may center around the forms, reports. or
the general utiization of the system. and may vary for ditferent management |evels or func-
tional groups. More than likely, dUring thg ipitial training the users concentrated on learning
. the forms-and procedures and retained little on the reports After the initial shock of installa-
. tion, they r%quwe tgpining on the use of reports afd other available information that couldpe
\ requested. Little experigncegn using information also increases tife need for training Gener-
afly. hew supervisors and sefvice workers need basic training on forms and procedures Tgns

occurs moge frequently in organizations with high turnover rates

]

The last responsibility of the unit is identifying the need for system changes and improve-
ments, determined as a result of system evaluations and daily contact with the system and
, users Throughout their work, staff become consciqus of and receive requests for changes
needad in forms and reports New ideas emerge on more effectively gearing the system to the
users Soe requirements and enhancements result from users’ iIncreased sophistication in
terms ofdata and automated systems The user advocacy ynit must track the needs, assess
their value through the appropriate involvement of users, and determine the user impact and

«,

the technical impact with the data processing staff' If the changes are feasible, the unit must

. plan for their orderly mcorpor?tuon into the system
QK . . s’ ) .
e N 4 Y
Evaluation Process S
L f . : .
®, The formal’:avaluauon begins approximately 1 year after thé completéstallation @ the
-0 system, whén stability has been acquired in thé user environment that-makes possible an

« analysis of costs and bdnefits The year's ope,{auon also prevides users am'hechmcal;'(aff
-y - » B N .

.
'
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s,utflclent experiende to judge the system and to determine needed changes. This section
describes some typical problems of an operatmg system and the method of evaluating the

System . . : N s\/

. . . -
Method . o 1 9

_Review of the system’s objectives and documentation is the first stage of the evaluation. It
requires reviewing all avr%!able documentation and records on the system that include the

aims, benefits, and descPfftions of the system. The types of information commonly avaulable
and valuable i#® the initiation of the system study are:

System Aims and Benefits
. Pla_nned’system objectives ) i
e Expectations and projected benefits of the system '

o Cost-benefit analyses

¢ Projected us®s of the system

Descriptions of the S_ystem ’ . >
General degign document '

User's guide . -
Forms and collected )
Reports generated - . |
e Operations guide . !

The purpose, benefits, and functions of the system as originally articulated establnsh the -
baseline criteria for the evaluation.

The fact-finding and -analysis<process, the second stage of the evalyuation. invoives the
- collection and study of information on the critical areas of the system '

® Performance of the system
Cost

& User's guide

e Forms )
,0 Error procedures ° . <
‘s Data control and data entry
e Reports ;

o Utilization of information,
v": Computer system design

o System documentation .
Mardware support - e o { .

P

o Staff support r .

Some of the questions are: How is the system working? How well 6o£t meet needs? What
benetits emanate from it? How appropriate are the forms and repofe? How well can the
computer accommodate the workioad? Haw efficiently does the system run? and Does the
system operate within budget? The methods for answering these questions aré (1) study of the
records on the sydem’s cost and all the critical areas identified above, (2) interviews of key
personnel in data processing-and the user ?ge, (3) jnvolving the user groups in an ongoing
evaluation process, and (4) questionnaires to sta usihg one or more parts of the system.

Known problems are another source of infarmation for the evaluation. Implerented sys-
tems may experience one or more préblems with equipment, faulty system design, msuffucuent
technical support for operations, poor lntegratlon into the user envirohment, low data accu-
racy, and inaccurate estimates on the system's impact,
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A major data processing problem s the system excegding the capaci® of the hardware,
requiring an expensive upgrade of the equipment or, otherwise, the slowing down or curtatl-
ment of the system Response time for online systems may become excessively slow, causing
users and data entry staff to lose time waiting for.the informatbn to appear or be entered
Sometimes thése equipment problems occur because of poor original estimates, but other
times the volume of reporting increases dramatically because of a higher level of activity than
before or greater user acceptance and use of the system than expected Theincregsed volume
often creates a demand for more data entry and data control staff These situations may also
lead to the problem of insufficient staffing for maintenance as well as for data control and
entry “If data entry or control are neglected or understatfed for any reason, the entire flow of
data between the computer and users may become™plagued with countless demoralizing
probtems and delays. Another data processing problem is equipment breakdowns

Design errors or system ""bugs’ not properly identified or solved can create havoc with the
system If the recommended testing procedures were followed, these bugs should be few in
number On the user side, the reportsg of data and the usage of reports may not happen as
planned Data quality may tf.poor, the bane of every system

Analysis of Data on theMpm. The information avadable and useful for the analysis
Includes the systermn development cost«monthly and anmual operating costs, documentation
on realized sayings and avoided costs, and data on Workioad demands (volumes) on the
system and hardware suppo® and usage Logs tracking system problems and changes
recommended by users are valuable keys for guiding detailed study and.dentitying necessary

_changes and enhancements .

Analysis,of the data gWes a comparison between the estintates made during the design
pha#se and the actual experience for , C

* costs to develdp the system, .

* volume of sys¥m activity, and -
* operating costs )

The records are usually available for the analysis after some time-consuming tracking and
retrieval of the relevant information Higher volumes and greater operating costs are danger
signals’for the system exceeging hafiware capacity and going beyond the data processing
budget ) - .

. - .
Interviews. interviews are the best method for appreciating the varied users’ indepth
reactions to the system Jnterviews should take place with ali levels of users and atfected

. functional groups to obtain their view of how well the system responds to their needs and of its

value and success In achieving the originally artrculated objectives as w# as new ones Their
appraisal of the forms, data elements, reports, and the system's suitability with operations or
integration with management decisionmaking should provide a comprehgnsive understand-
ting of the system’s performance from the user perspective During the course of the interview,
the user will probably bring out problems and desired improvements. that require further
consideration Since many social service systems have such a large number of users, indj-
vigual or group interviews may be possible only with a “répresentative’’ sample of user$,

The Questionnalre. T ygstionnaire is an efficient method for obtaining the majority view
on asystem hahg many diver® and scattered users.A mail-out questionnaire can obtain the
perspective <’he majority of users on all pertinent areas of the system—technical agsistance
and training proyided to the user, the users gyide, forms, rejﬂﬁ‘ ad hoc uggge of the system,
datacontrol, and data entry support The ba#fic questions on theYorms and reports are similal
to those asked during the design phase Properly designed questionnaires are effective in
bringing out responses useful for determining general system performance and areas needing
system changes or enhanced understanding The responses provide indicators of user satis-
faction and system performance : :

)
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.To disting#ish between satisfactory and unsatisfactory parts of the system, the fuestions
must relaté to each fdrm, edch report, etc., and should have the same criteria used irFthe
design process. Questiong on usage of reports should provide a continuum of peossible
responses reflecting the degree of satisfagtion and usage. Appendix B, figure 4 shows a
sample set of questions fora report. A question asking the ra‘ing of reports from highest to
Jowest importance and/or usage may confirm and..provide further understanding of the
relative acceptance of different parts of the $ystem. Questions on forins aresimilar to those for
reports. L )

. , ) . -
_ - From this discrete information, it is possible to identity the particular reports, farms, etc.,

which are useful and easy to uge and db not need major changes’and further study. The
troublesome or littie-used. partd are also-easily visible. Further anatysis to détermine the
underlying problems and changés required should be done on these problem areas. items
showing moderate to mﬁinal acceptance and use frequently require additional investigation
for fully understanding needed improvements. <

@ uestions may-also be included .on ideas teﬁatively formed before the formal evaluation
process hegins of potential system improvements and proposed alternate solutions for
problems, including suggestions initiated by the user. Then the system designers have the
opportunity not only to learn about the potential users’' response but also to determine
preferred enhancements and solutions The widespread input through the questionnaire
facilitates and expedites the planning of changes.

Ditferent users may¢vary in their use and satisfaction with the system The questronnaire

"should solicit information about the individual's position and his exposure to the system

through training and technical assistance.. This can reveal the real uses of the system, levels of
staff and functional groups not working with reports, etc , and what needs for training or
technical assistance exist and for whom. =~ - v

Automation of the questionnaire results through a user-oriented software package program
like the Statistical Package for the Social Sciences can facilitate the tabulation ang analysis of
resuits in a manner more Instructive for planning future changes The format of figure 4 in
apperidix B is structufd for SPSS and data entry's use Comparisons among regions and
differentiation between service workers and agency directors are possible, allowing the
development of strategies for specific rather than general needs -

Participation of User Groups. The continued involvement of user groups after implementa-
tion can facilitate the evaluation if they are encourageg-to report formally o troublesome
aspects of the-system and to recommend both minor and major improvements With thi
mohhoring}f the system’s performance, the user group can come to quarterly or semiann
meetings prepared for intensive discussion on the significance of system problems and the
relative. merits of proposed solutions and enhancements. All individually originated recom-
mendations will thus have an opportufiity for a hearing with many users, and the consensus of

the broad-based group gives credence to the value of a proposal for chamgé Furthermore, the

group c8n contribute to both the deve_loﬂ\ent of thg questionnaire and the analysis of its

results. Their participation in many wa}s helps the system evalu.ators’ formulate the final
recommendations. ) ~
Conclusions and Recommendations . ‘ -

r

" Interpretatbnof the data from the system's records. interviews, user groups, and question-
naires allows conclusions to be reached on what goals and objectives the system has
achieved. which activities the system performs adequately, where technical and user prob-

- tems exist, which operations and data are unnecessary, and what support to the users is

rfeeded. Some of the mose specific areas are the technical efficiency and responsiveness of

the system, equipment usage, adequacy of data security And control, adequacy and excess of

data being collected, uality and accuracy of the data collection, adequacy of reporfin terms
N , h
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of quality and quantity, and their usage The ultimate question is whether the cost of the
information system is reasonable in relation to realized and remaining potential value ofthe
.system. ’

a

The assumptions behind the inclusion of data elements on the system should be evaluated
extensively to determine their valad“lty The collection, processing, and storage of data ele-
ments have substantial lgydden eosts, and no datashould be retained in the system if itdoes not
serve a purpose The arfaly$is of the actual use of elements should determine what elements
should be dropped from the system 1

~

I3 -

Recommending changes needed for correcting the unsatistactory parts of the system,
incorporating needed enhancements, and improving the system support for users should be
the end products of the evaluation The changes may includé redesigning th mputer
system (for example. the data base). adding or dropping data elements. rev»:;%imqmry
screens and reports in such ways as format and data element changes, apd eliminating or
adding reports and screens The proposed modifications should make'the system more cost
efficient technically and easier for users to handle The changes In reporting and data
accessibility should also enhance the overall value of the system for users Elimination of
unused data elements reduces the data collection burden on the service workers and lowers
' dataprocessing costs The additional system support may include training. a new users guide,
and emergency phone assistance .

Some changes may involve only minimal technical supportand cause little or no disruption
to the users Other changes can have a widespread impact on the system and require
substantial etfort, atfecting forms, reports. and user's guides. as well as the programs and
system documentation The process of change can have an unsettiing effect on the user
environment, and many significant changes within a 1-year period may return a stable system
to the rocky pains of a new system Changes of magnitude require the same painstaking
planning and implementation steps that®ccurred with the oridinal design A year may be
necessary to carry gut ail enhancements, and users may need Sp$C|a| training to forgetthe old
processes and to learn the new

Changes.to the form, its layout. and the data collected (elements and values) h? the
a

biggest etfect on the worker Unbelievable gonfusion can result from changes on ju few
elements, with staff mixing up the old with3he new even when training has occurred The
hoarders of the old form continue to use It until the supply I1s gone, and some staff attached to
the old elements may complain about the revisions as late as 2 years after the change Changes
on the basic data collection instrument, except for minor cosmetic or spacing changes
should occur as infrequently as possible, provided that users have indicated general accep-
tance ot the form Certainly. the changes should not occur more than once a year

A tactor to consider in changing agata eremeﬁ’tor value s the implications for the historical
data base and identification of trends, key comparisons, etc At times it may be more usefui to
keep asomewhat |ess satisfaciory data element that allows comparison across a 5 or 10-year
period than a preferred new data element without a historic base

1

Changes gaining easy understanding and favorable visible user responses are those related
to streamlining or improving reports Perhaps the problems of the regort may relate to format,
content accuragy. or the up-to-date quality of the Information, some of these aspects may be
easily changed Examples are producing a monthly report less frequently (quarterly or
semiannually), combining two reports into one, adding a needed data element or dropping an
unnecessary one. and starting certain information on a new page However. the introduction
ofgnew report requires orfentatidn for its effective use so that workers and others do not feel
overloaded by paper .

In deciding on changes. It Is necessary to consider the cost New reports or changes to old ‘
reports may be expensive depending on the requirements The correction and/or addition of
programs is always a substantial additional cost. particularly if the data are not currently
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collected, coded, or cross-referenced in a manner suitable for the change. Establishing new
relationships between data elements is aiso ditficult. Most costly are chagges that require,
going back to the input forms and introducing additional manual procedurds to compensate’
for omissions. These changes may cause form changes and unplanned increases in data
collection, with consequent user dissatisfaction and need for additional training. However, it

. may be possible to produce many changes without going back to the input forms or changing

data relationships; the data'-may already be on file and can be added to or made available for
the raport. If the system islinked to a report generator program, a format change may be made
easily. :

The key to successtul ?ntrqduction of change is careful planning, using the same techniques
employed in the original design df the system. For significant system changes, a formal
evaluation of the system should occur subsequent to their implementation to assess their

value. . ' .
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VIi. Acceptance of the Social Service
Information System

-

Ultimately, people wiil determine whethér and to what extent an information system will
suocceed or fail People supply the datato the system, and people use the resulting information
Their response to the system along an acceptance/resistance spectrum affects the quality and
quantity of data entered and the accuracy, value, and utilization of the system’s products.
Understanding the underlying human factors in responses to a computer system is crucial to
improving the chances of planning and installing a well-agcepted social service information
system. i f N

This chapter describes the acceptance and resistance responses to a system, in particular
the unique concerns of the caseworker that can adversely impactits acceptance in addition,
the strategies and factors promoting system acceptance and the effect of the major changes
occurring during system implementation on people and their attitudes are discussed.

Acceptance and Resistance

Acceptance and resistance are two counterresponses caming into play at the introduction
of an information system. The sponsoring organization strives to maximize acceptance of the
system and minimize resistance Acceptance occurs when caseworkers and their supervisors
place a high priority on correctly reperting data into the system and users actively employ the
reports as intended Resistance takes place when workers report partially or inaccurately or
fail to completggdocuments This may lead to a vicious cycle in which the worker sees the data
in the system 8§ erroneous, out-of-date, and consequently useless, and this flew Instills a
n%gative attitude toward reporting accurately and updating the data. Resistance occurs when
users distrust the computer feports. maintain manual systems.intended to be replaced by the
system, and/or openly criticize the accuraty and value of the system )

The behavioral responses related to acceptance and resistance form a ¢ontinyum ranging
from enthusiastic acceptanceto deliberate sabotage The gange of reactions 1s shdwn in figure
7 (London, 1976. p 89) This spectrum represents the varying acceptance/resistance levels for
both the provision of data and the use of the system's information While the display is one
dimensional, in actuality th*ser wili have varying response positions related to ‘specific
system parts rather than to W total system . * ‘

Cy . .
Figure 7.
The System Acceptance/Resistance Continuum
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High acceptance is needed for a system to operate effectively. This status isdifficult to attain
for a social service information system because of thg saseworkers’ negative attitudes toward
systems and computers and the.social service field's inexperience in using cGmputer-
generated information. The next two sections examine the underlying causes of negativism
and suggest strategies for accommodating caseworker concerns and building acceptance of
the system. )

! The Caseworkers’ Concerns

Understanding and considering the caseworkers' attitudes and apprehensions about sccial
service information systems can Tacilitate a system's design and implementation and help
ovefcome resistance Caseworkers' support is crucial because their willingness to provide
datadirectly atfects the success of the system Obtaining their support isdifficult because they
are more resistant to the introduction ot systems than other staff groups

Historically, cgseworkers have had little interest in and involvement with information sys:
tems. Computers do not hold much appeal for them, and they selected the social work
profession over science or accounting fields, etc., because of their preference for working

« - with people rather than numbers For the most part, schools of social’'work have not incorpo-

rated the computer into the curriculum Aithough information systems are being used increas-

-ingly in the social service fieid, narrative case recording continues 'to be emphasized by

¥ professors as the documentation method in casework. Whilethe computer cannotreplace this

.’ documentation, a blending of the two should occur so that the autgfiated information does
not duplicate what is already in the case record or vice versa

‘From the standpoint of support for the caseworker, it ts-difficult to make an unequivocal
case for the computer and for automating social services While the computer can handle
many secondary activities such as statistical reporting and service payments. itis not able to
perform any primary casework functions equivalent to, for example, the eligibility determina-
tion function for the client's financial assistance needs. The prevalent worker attitude is that
computers will never be much help in social services These factors create a strong reluctance
to develop and use social service information systems. . /]

Often the surfacing of plans for using the computer in sociaf services causes immediate
waves of apprehension amgng caseworkers They fear that the system will increase th§
already excessive paperwork and take more time away from helping clients, a mission of th
agency and the workens’ primary source of job satisfaction. In éffect, workers feei that pushing

* pencil and paper'ﬁvill rob ¢ime from protecting children, keeping families together, finding,
housing for the homeless, preventing unnecessary institutionalization of tHe elderly, etc
Systemn planners promise less paperwork, but caseworkers have not seen convincing proot
and digbelieve the promises. In addition. théy believe the expense of an automated system
uses money that should be available for services to clients

Another fear relates to the caseworkers’ belief that automated mformation systems invade
the individual's or family's privacy and threaten the confidentiality between the client and the
worker. The concern is greatest with sysftems containing name information and highly per-

’ sonal data pertaining to child abuse and neglect, adult protection, sexual behavior, and other
i‘ndeual or family assessment data Chapters 5 and 8 discuss this issue further

The system also represents a threat to the caseworkers' autonomy and flexibility (1) where it

* monitors and/or requires adherence to procedural rules and (2)'where 1t gives organizational
visibility to the workers' activities. Regarding the first, the computer’s tighter monitoring of
procedural requirements may sometimes cause difficuity in responding flexibly and in a timely
manher to clients in special situations. For example, the system may require a record of
current certiftication or approval of day care providers before a mother can use a provider for
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her children, the short-term unavailability of the provider with an expired épproval may cause
the client needing immediate day care services to (0se a job or new employment opportunity.

The organization may have to restructure its work 8o that it can accommodate the tighter -

adherence to procedural requirements yet remain flexible in serving the clients

The second conceérn affecting worker autonomy 18 the data available on the worker's
activities Thig may be the first time the supervisor and organization are given comprehensive
information to use in evaluating tMe caseworker, identitying mistakes, comparing productivity
among other wdzkers, etc In organizations with a past history of punitive supervision, this new
visibility may be perceived as a threatening rather than a constructive tool Moreover, super-
visors who have generally been promoted from the casework position are likely to share the
workers' views Administration is more likely to see the system as an adjunct to their functions
and is supportive of its development provided that an inordinate paperwork burden does not
fall on the caseworkers

. . -

Building System Acceptance

*
Strengthening the acceptance of a social service computer gystem and minimizing the
resistance factor comes from many interrelated sources

Positive communication and participation,

Quality system design,

Organization's history with systems,

Management's support for and use of the system,

Method of instalfing the system, and

Etfective operation gf the system »

Participation and communication are effective strategies for anticipating the needs of users
and minimizing the resistance factor during implementation. Participation m the design phase
helps overcome resistartte because staff tend to accept and be committed to the system they
helped design Moreover, the design I1s probably superior to one developed without their
ideas Through involvement, statf have the opportunity to be informed regularly about the
system. to shape the design, and to exercise some control over the changes caused by the
system Various forms of participation exist. with the more active and authentic being most
effective In raising fhe acceptance level of the system (see chapter 3, Involvement of the User)

Along with participation, formal communication provides an gssential exchange of informa-
tion during ail phases of the project Information sharing on such areas as objectives. ac-
compirshments. and plans reduces unfounded fears, provides a means of answering ques-
tions, and prepares people for the anticipated changes Secrecy only creates resistance,
which bacomes stronger when statf never have the chance to explain needs, are kept in the
dark, and told to change without any consultation. Communication should occur through the
formal announcement of the project, consultations and group meetings during system plan-
ning, formal sharing of the system design and plans for implementation. distsibution of major
descriptive documents, and finally, introductory and training sessions for statf as they prepare
for their first use of the new forms, procedures, and equipment

4

The quiyty of the systemdesign will atfectthe caseworkers’ satisfaction with the system and
their wnhgness both to provide data and to use the resulting reports The-crtical parts of the
design for the workors are the forths, data elements, mquirygscreens. computer output,
correction of errors. and flow of data Too many forms. excessive time to.c/amplete forms,
frequent correction of information already entered, poor turnaround time.‘and lengthy or
useless reports are indicators of design problems [f during the system planning the people'
factors are considered sufficiently and the users are actively inyolved, a relatively sound

’
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Previous system development projects will influence staff's perception of the new system.
Positive past experiences create confidence that the organization has the ability to implement
" a new system Successtully. The converse is true for negative past experiences, particulary if

the latest negative effort was more complex with a much larger scope. The planning of the

implementatior: should recognize this factor, maximizing the gain of earlier successes or
addressing the fears of another disaster. . .

Managemenfs endorsement and support of a system are critical because their views flow
downward, establishing an organizational response that influences supervisors’ and workers'
acceptance of the change. Staff aré quick to take the cue. By making visible their formal plans
to use the information and by actually using the data after the implementation, management
can heighten their positive influence and convince statf further of the system's value and the
need to make a serious etfort at accurate reporting‘.

The introduction of the new system can cause disequilibrium in the organizatiory, however,
the methodology for installation can minimize the pain associated with such change and
increase the chances for system acceptance. The desirable approach involves (1) presenting

"the system in realfistic terms, (2) preparing the organization and personnel fully in relation to
the changes and their probabie impacts, (3) setting realistic time frames for converting to and
introducing the system. and (4) installing only thoroughly debugged systems.

A realistic and complete’ presentation of the system not only helps staff understand the
nature of the changes, the reasons behind them, and the expected benefits, but also encour-
ages staff to work the'system less reluctantly, if notwillikgly However, the system must be
sold in realistic terms because any overpromising wil! later p‘boduce negative counterreaction
and disilusionment - .

The organization and its personnel must be prepared to accommodate and manage the
changes associated with the introduction of the system. The scope of the change should be a

-

key factor in determining thé prepafation, technical assistance, and training necessary forthe

staff to begin using the new system and to overcome initial resistance The next section

discusses the rieedfor the training program to addgess the possible changes introduced by the °

system and their impact on the staff !

The time frame for the system installation must be reasonable for all work to be ac-
complished gand for personnel to have sufficient time to get used to one change before another
is initiated If many changes are %o take place. it 1s preferable to introdu¢e them gradually over
time. as a too ambitioustime frame may overwhelm and exhaust staff, causing them to fight
the changgsevery step ¢t the way {

A smooth technical operation 1s the last factor affecting the system's acceptan& and is
absolytely esséntial This means proper data handling, accurate data entry, correct informa-
ton processing and printing, and, finally, the right distribution of forms and reports. The
caseworker has no understanding or tolerance for euerreo 1-perce;}verror rate. Any data
gro&ssing problem immediately shakes the credibility and perceiv alue of the system;

-

frequent problems cause hostility andopen protests that can approach revolt The statf's weak .

faith in data'processing demands high operating standards. A counterbalance to implem@nta-
tion problems i1s ahandy emergency phone for staff to get help in solving the latestimpaossible
problem

‘Major Changes Affecting People

The changes associated with the mt@ductlon of an automated information system are
potentially far reaching. The exten} of the impact relates to the difference between the existing
operatio%gﬁ!dthe new system. For social service systems, most changes fall into four group-
ings: (1) n ocumentation methodology. (2) changed work processes and procedures, (3)
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new equipment, and (4) staffing changes. If the system is to succeed, people must be helped
through these changes

New Documentation Methodology .

The automated information system brings a new documentation methodology to the social
service organizatior. The most basic changes areghe introduction of com forms and
codes and the production of reports that allow the replacement of manual fil#8, documents,
and even narratjve case recording in varying degrees. Codes rather than Englush words are
predominant. This documentation may represent an interference with, if not a revolutionary
departure ‘from, the narrative case recording encouraged by supervisors and taught by profes- .
sional schools. it traditionally has provided and allowed insight into a case situation and
allowed the supervisors to assess the caseworker's ability to analyze and soive problems.

L

The new documentation methodology may aiso eliminaté customary paper documents,

cards, etc., through the use of computer terminals as a high-technology, paperless reference

file. The terminals create a more sophisticated information system that allows access to an
immediate visual display of current information on selécted topics.

Changed Work Processes and Procedures

The information system also brings revised organizational procedures regarding the flow
and reporting of information and the obtaining of approvals to offer purchased services to the
client, etc. Some of these changes allow greater fiexibility, but others impose new rigorous.
standards. In terms of fiexibility, the information system may relieve statf of manual controls if
the computer can monitor and require certain conditions, thereby giving the staff more
freedom of action while insuring management their requirements are met. For instance, the
caseworker would not have to'request approval of the supervisor or fiscal otficer to order
certain services for the chient; the order could simply be entered on the computer, and the
machine couid indicate the availability of funds and approve the.order. Of course, the savings
of time from internal controls would be replaced by a#igid and longer scgdule that could
make thé agency unresponsive to the client.

Generally, the information system creates tighter controls over procedures and establishes
less flexible scheduies that force the statf's adherence to the rules, making it more difticuit to
accommodate the exceptional situation and bend the rules for the client's service needs. The
caseworker must adjust to having fewer discretionary pbwers and less autonomy in Yealing
with the exceptional client

Changed work processes may also occur A computer report may iist actions due and
overdue, covenng the client eligibility redetermination, approval of ‘a vendor, renewal of a
purchased service, court action, etc. It brings the caseworker's attention to tasks that must be
compieted immedately or within the near future The caseworker must adjusttohaving sucha
compelling work list and to the negative consequences that might occur if the actions are not
completed For example, the cfient may no longer receive in-home services if his ehglblllty has
not been redetermined.

The computer-produced information may aiso iead to a reexamination of supervisory and
management roles'jn light of the data available to compare workers, supervisors, and agen-
cies, and to assess quantitative and same qualitative aspects of social service programs: The
system can provide a richer information base for making supervisory and management
decisions, but its fuil impact in this“area will not be realized until the social service field
acquires more experience in using data and learning what to do with it Thisis discussed in the
chapter on utilization of information gystems
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New Equipment

New equipment is another major change. All organizations will need some office equipment
to deal with computer input and output. Time should be taken to make the best selection of
equipment, so that staft will be comfortable with it. Special binderg and shelves facilitate
handling and storing the reports. If some output is in microfiche, readers and a microfiche
copy machine are essential. Another essential item is a paper shredder to destroy obsolete
forms and reports with ndme-identifying information. All this is helpful for managing computer
reports and documents, but is relatively uneventful. The dramatic change is the presence of
computer terminais and printers for data entry and visual data display. They require careful
planning for appropriate location, use, and staffing, and provoke rethinking on documenta-
tion, procedures, and work processes. ¢ ’

Staffing Changes

Staffing 1s the last area qf major change. The information system may eliminate some jobs,
change or combine others, and even introduce new positions. The jobs most vulnerable to
. elimination are ones involving manual creation of statistics, processing of financial data, and
management of card files. In &ll probability, these positions will be needed for other jobs
related to the system or other organizational functions, such as clerical support for casewor-
kers. Contrary to theory, implemented systems have rarely caused individuals to lose their
jobs. The.new jobs usually relate to data entry and data control, management of the-data flow,
and corrésponding-documents and reports. For larger service organizations and State agen-
cies, positions may be necessary for handling system problems and supporting the utilization
of the data. At the caseworker level, the system should not affect the structuring of service
staff. . ' -

Reactions P

'

4These major changes may trigger many varied reactions among users. Caseworkers’ con-

cerns have been discussed earlier. Supervisors and administrators have concerns over the

visibility of the worker and ggehcy information that allows evaluations and comparisons

among supervisory urits and agencies. The system can represent a potential erosion of

authority at lower levels and centralization at higher ones. Some local social service agencies

in a State-supervised/locally administered system, as in Virginia and New York, may regard a
sgentral information system as the first step toward a "'State takeover.”

The social service information system may affect other personnel besides the caseworker,
supervisor, and administrator. These staff may include data processing personnel, clerks,
statisticians, fiscal officers, planners, and evaluators. Their response to the system also needs
to be understood and considered

All personnel will have, in varying degrees, general concerns and questions. A nagging”

worry for many is whether they will be able to cope with the change and adapt to the new
procedures, techniques, and equipment; this anxiety increases when the system is large and
gomplex. Some will see the system as useless and fear where the change will lead to. More
supervision and less freedom may occur after the ihstallation. The system may also cause a
loss of status aﬂgbntrol for individuals who derived their influence from their wealth of
information or bestowal of approvals, which are now in the computer Clerical staff in particu-
lar, will worry about losing their jobs or having completely new ones; supervisors will be
appkehensive about losing positions. General fears exist about the giant unfriendly machine
messing things up and making work more difficult. Little expenience with information systems
18 likely to encourage more fearful and irrational views of the computer and its effects
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A study of the system's positive and negative impacts is necessary for each type of staff
affected by the implementation. This analysis helps anticipate and plan for staff reactions and
makes possible the development of training programs that address concerns, eliminate
unfounded fears and create a more positive environment for the installation of theinformation
system. .
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_VIII. Child Protective Service System

Systems for child protective services have provoked considerable interest among social
* service organizations. Top-level management angl program managers have pursued the feasi-
bility of planning and implementing such a system, and today some State and focal agencies
are operating successful systems. The eligins of the child protective services $ystem are in
legislation around the reporting of chifd abuse and neglect. In the 1970 's, as the broblem of
child maitreatment became an aréa of social concern and public responsibility, States enacted
legislation that mandated the reporting of abuse and neglect and 1n many cases even encour-
aged or required private persons to report The child protective services statutes led to State
agencies developing-administrative procedures for reporting, investigating, and providing
treatment and services to families and children involved in (ncidents of chnlg maitreatment

Many States established a central registry, a single despository of information about offi-
cially reported known or syspected cases of abuse and neglect In most cases. the approach
was a manual effort, but in others an automated system was developed This automation
brought into existence the child protective services information system £

Recognizing the continuing interest in child protective service systems,égls chapter draws
on the experiences of different orgarﬁigtions and discusses the potential s¢ope of the system,
as well as options and considerations for management and users about to undertake a system
development effort for this service program:Many dimensions of tie child pratective service
system are brought out through a discussion of its distinguishing features. optional charac-
teristics, and associated implications The program manager's specific concerns are addrés-
sed the purposes and functions of the system,\key decisions for planning the system, such as
the inclusion of names; the data collected: and linkages with other systems -The chapter also
discusses managers and workers utilizing the information and its value for the protective
services program ! -
)

Purposes and Functiong/of the System

~

New York, Virginia, Texas, New Hampshire, lllinois, and Utah are among the States that have
operating child protective service information systems Review of their experiences reveals
that, despite organizational and geographic differences, protective seivnqe systems have a
common set of purposes and functions The purposes encompass notonly the maintenance of
the'depository and statistical reporting on child maltreatmer‘ut also the performance of
management functions A list of these purposes follows .

— ¢ Supporting the maintenance of the central registry, s
® Supporting the protective setvices telephone hotline,

o-'r&ckmg and identifying gses. - ‘

] nitoring the investigatory process, ‘e

* Purging founded and unfounded cases and old data, and 4 T

- ® Supporting the management of the child protective services program through a data bank
for program planning, public awareness, resource development, training, and statistical
reporting and analysis. -

To provide a full understanding of the purposes ahd related functions, each i1s described
separately, along with variations in scope and imitjtions

™
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Central R’eglstry Maintenance

Maintaining a central registry for collecting all officially reported gases of child abuse and
neglect, whether substantiated or not, is the most basic function of any child protective
services system. Automating the central registry can significantly improve the collection,
processing, storage, and retrieval of case data while gonversely reducing the' manual handling
and files, particularly where a State has a high volume of reports.

Virginia gives an example of maintenance problems and the System as a solution. As the
number of child abyse and neglect complaints rose to 21,000 in the central register’'s first year,
the State's manual information system became incapable of handling complaints in com-
pliance with the law. Enormous paperwork problems developed from burgeoning files, misfil-
ing, and inability to keep files up to date. Since the cases were filed by the child’s name and not
identified as part of a family record, it was not easy to know if a reported child was part of an
already knéwn abusive family. It was difficult to monitor whether reports were investigateq and
filed within the time frames specified in law The manual registry was so unwieldy, little data
could be retneved Two years later, the State implemented an automated child protective
services system and eliminated all manual files.

While an automated system can replace manual files, the computer cannot rétain in a
cost-effective manner Iengw, open-ended narrative describing the rationale for establishing
the case founded or not. If this narrative is important to have gvailable in the central registry, all

7 part of the manual files will need to be kept, possibly transferred to microfiche. New York's
central registry consists of both the automated system and the microfiche records on founded
cases that detail the basis for determining a report founded.

Protective Services Hotllne:

State organizations may have a statewide child protectionfcenter operating with a toll-free
number to receive reports of known or suspected child abuse or neglect. The center may
operate 24 hours a day; 7 days a week Staff give assistance to persons reporting and then
. request the local protective services program to investigate and, as needed, Rrovide indi-

vidualized services. :

. The information system supports‘the protective services hotline by vdtious management
reports. The hotline's~olume of telephone activity can be indicated by 2 report showing the
volume of specifictypes of calls and the time ¢f day; supervisors can then determine the
appropriate level of staffing for various ﬁmem& particularly in peak periods of tele-
phone activity. The need for schedule shift aduitional personnel can be determined
through use of the same report. Another spport for the hotline is the system's capability for
fracking cases to see wheth&r a suspected child victim or perpetrator of abuse or neglect is
already known to the protective serviges program. J

Tracking - » T TN

N .

Tracking otffers benefits through identifying previous reports on a child'victim and his/her
family or alleged perp or. Many State agencies regard thig process as critical and invalu-
able and believe that’it may save a child’s life. Its value lies in offering preinvestigative
information rather than prevention.as it gccurs after a complaint has been made, not before.
Tracking gives a partial picture of the situation from earlier investigations and may indicate the
need for g more rapid investigatory response than the latest report suggested. It provides
minimal diagnostic support Tor the investigatory and treatment processes.

Trackjng also allows more effective intervention on bordérlfhe cases where previous reports
exist The information collected on previous occasions may be valuable if a case is close to
being ¢etermined founded. The past evidence of abuse and neglact and the-identification of
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previous workers involved with the family may also be helpful in substantiating court cases
When the worker locates a family in'the registry and the system dogs not have sufficiently
detailed current information, he can 1dentify and contact the previous caseworker In that
locality for more detailed and current information Tracking encourages communication’
between the current and previous service worker and fosters the traditional caseworker
consyltation for meaningful information exchange and diagnostic support Sometimes the
system reveals that another caseworker within the same agency or in another locality is
working with the family, making it easier to coordinate etforts

The system's abbreviated diagnostic information limits the data’s value for tracking, but it
also has aside benefit It prevents inexperienced or inseture workers from usifg the system as
acrutch Otherwise, they may rely too heavily on information from past invéstigations and not
evaluate fully the current family situation This would be giving inadequate child protective

Neervices and be a disservice to the family :

Tracking capabilities generally do not extend beyond State boundaries The system can
track intrastate family movement but cannot follow highly mobile families moving across State
lines unless interstate agreements and legal bases are developed for sharing name informa-
tion Same service workers have felt that some families moved frequently to avoid a full-scale
protective service investigation. but research has not documented the scope or existence of
this as a probiem

How does trackipg work? When a suspected case of abuse or neglectis reported byachild's
neighbor, frler?(famuly member. or a professional. the central registry-worker takes down the
information add checks a computer listing or through a computer terminal inquires about
previously reported children and the alleged abuser or neglecter A reportis a cumbersome
method and not completely current where the volume of casas is high Computertechnology
can provide better support for this function through terminals with oniineinquiry capability
Instead of thumbing through the report, the writer can immediately scan the computer to see
whether the person I1s a previously reported child or perpetrator Using a technique called
Soundex, the computer 1s capable of scanning all names that sound even remotely like the
name being searched forand of matching forcharacteristics ke sex, race age If the personis
known, 1t is possible to obtain the past abuse and neglect tstory In instances where 24-hour
coverage Is available and the central registry is receiving calls around the clock, it may be
necessary to have some backup reports. preferably in compact microfiche when the online
service Is not avallable '

‘Monitoring the Investigatory Process

The child protective services system provides quick access to information on the handling
of investigations 1n compliance with law, gives a clearer picture of what i1s happening
statewide, iIncreases accountability to $he State organization, and decreases exceptions to the
law Specifically, the system can determine the status of each child abuse and neglect
investigation, assess the local agencies’ and caseworkers' compliance with some 60f the
statutory and procedural requirements, and provide overdue warnings on actions potentially
out of compliance |

The determinétion of each investigation's cgmpliance i1s generally accomplished throu‘gh
system checks on the completion of uired activities and their performance within time
standards Thesystem's capability to tragk a specific worker as responsible forcomplying with
the law on a particular investigation requires a positive, constructiye use of the information
Otherwise, it will contribute.to resistance and hostriity toward the system and to a rift between
the supervisors and caseworkers on one hand, and the administration on the other The splhit:
may also occur between the local and central levels As an eftective tool, monitoring supports
the worker's timely response to and completion of abuse and neglectreports, the supervisor's
review of workers’ compliance with policy and immediate correction of any overdue actions,
the lotal agency director's oversight of the supervisors, and the State s review of localities

4
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‘The system information giso gives an understanding of overailagency and State compliance
with the law and reveals the failure of specific locAlities to comply. Examples of this informa-
tionarethe average length oftime to complete investigations'and each phase, and the number
of investigations or phases completed within thé required time frame or 30 ,,60, or 90 days
beyond. Study and even visits with the agency are necessary to determine the causes for
ditference among localities Problems common to all localities may indicate problematic lawg

3

. or policies. .

The system can also ‘contribute to a broader monitoring effort and assessment of perfor-
mance. The statistical data may reveal agency patterns in reporting that indicate the need for
further study to assess causes and the need for any change The data may show remarkably
high or low rates of reporting or of substantiated or unsubstantiated findings. This i1s discus-
sad further in the section on determining the agency reporting status. Another perspective on
performance, which may be combined with or independent of the statistical analysis, 1s the
review of the investigation work The case review focuses on the worker's application of policy
ininvestigating and determining the validity of child maltreatment complaints The system can
suppdrt this through the provision of a statistically valid sémple Qf cases or child victims to be
reviewed, and later through the provision of system data on these cases to be merged with the
study data for analysis and interpretation :

The system monitoring of compliance, analysis of statistical data on reporting, and the case
review process provide a comprehensive approgch for monitoring the investigatory process!
that can detect probiems and iead to their correction © o

Purging . ’ ‘

Purging 1s the physical destruction of automated and manual records pertaining to the
abuse or neglect report identifying individuals. Organizations should establish purging
policies and procedures that specify which records should be destroyed when The automated
system should be designed accordingly

The policy safeguards the privacy of individuals. It reflects a balance between the responsi-
bility of the agency to conduct a thorough investigafion and the family’'s right to privacy to not
share information when there 1s no clear and convincing evidence of abuse or neglect For
founded cases, it balances the organization's need for the information to protectthe child with
the family's righf tQ-a new start in’ life Z

Al

Purging policy vanes from State to State The pelicy of one State requires destruction of
identitying automated records and manual documents on all unfounded cases. ‘At rsk’’ cases
are left in the system for 1 year, provided that n6 additional reports of abuse or neglect are
-reported All founded complaints remain for 10 years after the child’$ eighteenth birthday.
Another State purges all records except those of founded cases. A third State requires by law
the removal of all founded reports that have been in the system longer thaa 5 years Factors.to
be considered in establishing the policy are discussed later.

The protective services system can support the purge procass in two ways. It can apply the
rules of purging to the automated records by removing all identitying information and leaving
only statistical data The system can also produce a report for all organizational units hoiding
manual records (ipcluding microfiche) to inform staff ofthe need to destroy particular regords
and/or,1n some instances on founded cases, seal records. The same reports may lie used by
the security officer to monitor and verify the dédstruction of records.

Management Support [ . .

The child protective services syste n.can provide support to policy devel'opp'@nt’, planning
‘and tunding preventioh and treatmertt programs, developing training both fof professionals
reperting child maityeatment and for workers investigating complaints and giving services,
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"determine thg volume ot complaints, status of child abuse and

‘ o y.
targeting public awareness campaigns, and evaluating the child protec(ve services program.
The system provides administrators at all levels with the capabiity to quickly and accurately

lect cases, and, depending

on the system's capabilities, services rendered The infoymatién shows the magnitude of the
abuse and ngglect problem and the cases requiring supportive services to prevent {urther

-incidence of maltreatment This can assist management in setting goals and priorities for

protective services and in determining the need for and allocation of more staftf Texas has
used the system for obtaining lbgislative support for the program and for addressing many
legal suits Effective use of statistical information can enhance the management and direction
of the statewide program at all levels

The organization also has infdrmation readily available tp respond té unexpected requests
from thre public, researchers, planners, journalists, and legislators Information packets and
special reports can be generafed periodically to focus on key areas related to child mailtreat-
ment. Aspecial analytical study such as on sexually abusive fashilies, their characteristics, and
problems could be used by the press and researchers and be supportive of new eftorts in the
child protective services program. The section on utilizing information discusses further the
system's support for management ”

At the worker and supervisory Ievws’ the system can provide tools by which workloads can
be better managed through caseload, status, and exteption reports supporting the tnmely
vempletion of work and movement of cases However, to the extent that workers are carrying
nonprotective services or preventive cases, worker caseload reports would be only.a partial
picture of caseloads uniess the system is inked with other social service systems ‘

’

Decisions - .

The planning and implementation of a child protective services system requires careful
decisionmaking in many critical areas, some of which are controversaal The major decigtons
relate to

The system as a statistical file versus an inquiry and management support system,
The inclusion of names. '
Privacy nghts and confidentiality safeguards, , ‘ .
Centralized versus decentralized online support,
The case dispositions to use for investigations,
e policy,
. Data to collect,
When and how long to rebort. and
Linkage with other systems -

Each major decision area 1s discussed lndepth

Statlatlcalﬂle Versus Na es and Management Support

The question is whether the system shouid be a central depository of statistical repo mng on
child maitreatment or an operat;onal and management support system. Except for giving
management a statistical data bank for analysis of the' protective services program, the
functions discussed cannot take place because they require, for the most part, name-
identifying information, not just statistical data “All Ssystems identified earlier include names
and go far beyond a statistical reporting system While thé experience of organizations with
operating systems suggests the inquiry and management supporf approach, each organiza-
tion must decide what is preferable for its environment The dis€@ussion on the inclusion of
names covers this further




inclusion o_f Name_s

/ A
The inciusion of names has significance for shaping the system direction because most
functions described earlier require the use of names. Name-identitying data in an automated
centrai registry raise the controversy of the.right to privacy aid the confidentiality of informa-
. tion. Many States have succeeded in automating registers with name-identifying information
without a major chalienge, but others have experienced internai and external obstruction and
legai ‘confrontations.

Without name data, the system.cannot go much beyokd supporting statistical reporting and
anaiysis.. The centrai registry couid only stoze and retrieve data by incident and not by tamily or
child. Performing tracking and diagnostic functions and providing certain types of manage-
ment supporttd central and iocai organizations require name data. Otherwise, mostoversight,
monitoring, and workioad reports wopid be cumbersome, if not impossibig, to fise. Number
identifiers for individuais are a poor substitute because they require users to maintain sepa-
rate manuai files for cross-referencing the number with the name. The reports are the motivat-
ing factor for workers to document aii child maitreatment reports and to give accurate,
compiete current information on each reported incidence: they are aiso the controiiing point
for insuring that this happens. Furthefmore, only names make possibie the identification of
chiidren and family duplicates jn the system-and detection of data inaccuracies. in effect,
names support the integrity of the data base ‘

A decision to ieave out names in the automated system requires devising strategies to make
the system usefui to workers providing information and’to minimize the probiems of underre-
porting and data inaccuracies. inciuding names requires consideration of strategies to protect
the confidentiality of the’information and to.address worker concerns that could lead to
opposition and hostility to the system. Greater care'must also be given to another major
decision area—the data coilected. L .

The inclusion of names aiso requires recognizing and developing pians to deal with staff -
resistance. The opposition of some caseworkers stems from several sources: anxiety about
the threat tq the privacy of individuals, the responsibility of the caseworker to inform the tamily
of theinciusion of their name in an automated system, and the potential negativeeffect on the
worker-client relationship. in addition, clients may appeai the caseworker's judgment of the
validity of the reported abuse and negiect in an attempt to have their names removed from the
system. 1t is useful to give some background for each source of résistance. )

For some caseworkers, the most serious difficuity associated with keeping names is that it
inhibits them from emphasizing their helping role with ciients and from remedying the
problem causing child abuse and negiect. When they notity families that theif names are in a
computer and describe their right to afpeal, the workers may increase anger in the criticai.

beginning of an investigation-and create resistance to receiving services. This may keep them
from successtuily defining themseives as heiffers to a famiiy.

A problem for these protective service workers ma; lie with a serious roie confiict, which
may occur when they have to baiance simuitaneously investigatory authority derived from law
with a service orientation derived from the social work profession. Workers' perception of the
need to inform the client of his rights as a service barrier may be ‘an extension of the larger
conflict. Many workers are abie to go beyond this probiem and give services to the family.

A risk associated with the informing process is that the parent may focus upon this as an -
issue rathec than on the necessary changes in the famiiy situation. The cause may be the
client's lack of understanding and misperceptions about the impact and use of one's name in ,
an automated system. They may perceive that the system is used by others outside childl
protective services when in fact it is a ciosed system. in any case, itincreases the difficuities in
providing protective services.

/ -
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Every Inyestigation of an abuse or neglect report raises the question of whether there 1s
sufficient evidence to warrant substantiating acomplaint, orenough indicators féran‘atrisk”
determination The identification of names in the,system possibly incréases worker difficulty
:jn/brawmg the line between founded, “at risk,” ang- unfounded complaints because this

ecision determines whther or not thefamlly and the abuser-neglecterwillbeidentified in the
system and for how long. In some cases, the workers may be reluctant’to label cases as
founded because of the |mpI|cat|ons for entering them 1Ato the system, and some supervisors
may support them- Furthermore, the anxiety of name tdentifiers Is also exacerbated by the
~knowledge that the father who hits his child with a belt leaving marks and the father who kills
lhlS child are both defined as abusers and subject to being so identified for the same length of

tlme '
[}

Concern about a potantial appeal of their decision on the validity of thg child maltreatment
complaint also'make the workers wary. Notifying persons that their names appear In the
automated system may lead them to reqUest removal of their names This has the implications
of an appeal of the worker’s decision regarding the validity of his reported child maltreatment,
given that the investigation findings determine the pgtson’s identification in the system
RefMoval of name data invoives studying the basis ¢t the worker's decision and possmlah
overturning the previous findings To the extenta State organization lacks clear criteria, loc
decisions are likely to be overturned, probably hempering relations between the State and
locality and building worker antipathy toward the system ,

Once the decision Is made to incilude names In the system. It 1S necessary to determme the
procedures for respecting an individual’s privacy and the security measures forsafeguarding
confidentiahty

¢

Privacy Rights and Confidentiality Safeguards .

"
. Confidentiahity and sgcunty of information are of paramount importance in a child protec-

tive services system containing highly private information on a family's life Unauthorized
access and improper disclosure of information could detrimentally atfect personsidentified in
the system The development of a plan to address the individual's rights and to protect the
comfidentiality of the information involves additional study and decisions on

/
® notifying an individual about being 1dentified in the system.
e determining who has access to the system's data and for what purpose, and
e choosing the secunty measures

Stqte law may placerequirements on notifying persons of their inclusion and identification
in an automated system Ifthe law 1s silent, the organization must decide whetherto notify the
individual In keeping with national concerns about privacy, 1t 1s preferabie to inform an
individual about his name i the system and provide a right to appeal the inclusion New York
has the most vigorous effort, informing people of theunitial entry in the system followed by a
letter onthe investigation results, which indicates whether the name will remain or be removed
from the system At the same time, clients are informed of their right to appeal and, following
this, a fair hearing Virginia gives a pamphletto clients at the time of investigation that covers
the same areas Other States mfo:#u)cllents of the manual records (which contain the compu-
ter's information), but do not have special informing for the automated system

Who should have access to the system requires determining the legitimate uses and users
Unquestioriably, checking the-data base for any investigation work is the primary legitimate
use Anoth¢ruse related to protection of children is searching the syétem to see If foster home
and adoptive home applicants are known as abusers or neglecters In New York, this use has
become mandated by law. Other States are performing a similar function Again, the subject
hasthe rightto know any uses 6f this nature Users may have directand indirect access tothe
system Direct access involves obtaining directly. and often immediately the infarmation for
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approved uses. Indirect access requires going through a direet user to obtain information.
Access issues are discussed further in the section on centralized versus online automated
support. -

Many States have developed elaborate secu rity measures for sateguatding confidentiality.
Multiple levels may exist covering matrix code, password control, terminasidentitication, and
dedicated lines, as well as separate physical secu rity. At least one State developed technical
security measures so tight (for example, password control for every inquiry screen) that the
central registry staff make only limited use of the online equipment.

) i
Oriline Support -

Online automated support is often available for a child protective services information
system and exists in all systems previously identified. The online capability can exist for both
access to the information and the entry of data. This support may also be centralized and
located with the centraly registry or be partially or fully decentralized in other sites..The
organization must decide on the nature and extent of online capability and the corresponding
confidentiality safeguards. . . '

The State-administered systems in Texas and New Hampshire have p}ovideq remote loca-
stions with the ability to access information through inquiries; Texas also allows remote data
entry. Two locally administered systems, New York and Virginia, have only centralized data

entry and inquiries; however, Virginia may decentralize partially as a telecommunications

network is established across the State

Some of the questions to be answered are: What confidentiality safeguards can be incorpo-
rated into thé organization's computer equipment? Is this sufficient for safeguarding the
information in remote sites? How much greater are the contidentiality risks with remote usage
of the data? Should the remote sites enter and update information? Should the sites be
allowed access to inquiries? A decision to proceed with decentralization then leads to more
detailed issues. If the sites have access to information, the limits on access must be defired.
Specitic questions are: Should they have access to name information only or to total case
information? Should they have access to all cases or only their sites? *,

The decision involves consideration of both the convenience and efficiency of decentralized

access along with weighing the existence of sufficient security measures for insu ring.confi-
dentiality.

The next section discusses the dispﬁ.ition of investigations, which affects the recording of
tamily and child data within the systef.

Investigations Dispositions

or three disposition statuses. Fqr exam-
founded, unfounded with reason to

The child protective services investigation has
ple. New Ydrk has indicated and pending; Virgini ]
suspect, and unfounded; and Texas, adjudicated, reasgn to believe, unfounded, and moved.

. The organization must decide whether to handle the cass information ditferently based on the
report disposition. The trend is to retain name-specific information on tpunded cases, and in
some cases, on at-risk groups for 6 months to a year, and to keep basic statistical inforr'nag'uon
for the unsubstantiated group. Thisdirection is regarded as reducing the confidentiality rhsks.

, The program manager needs to define carefully the dispositions and the criterla to be used
to insure correct reporting and the proper handling of client information. Definitions ef chiid
abuse and neglect are subject to problems of vagueness that can raise the possibllity of

uneven interpretation and application of policy. The policy must be specitic enough to’

. promote consistency in the determination of abuse and neglect. Another programmatic issue
related to dispositions is a growing professional concern about the extensive use of legalistic

’r
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. dispositions and the value for greater consideratien of thé social work judgment pertanmng to
" the family's need for prodctive services. In this case, ‘regardless of the disposition on the
investigation report, families in need of service yvo‘uld be (dentified on the system.

’ - - . /a

-

Purge Policy

Pugge policy requires decisions on the retention of in%rmation on both the automated
syst and the manual records. The policy has particular importance for the protective
servips system because of the name-identifying information The key to determining the
retent\n of names isghe information’s value for the protection of the child and serving the
family, chasidered in Balance with the family's right to privacy Statistical information may be

providing protective services and definitely not on the basis of any riebulous plan for evalua-
tion and research .

Organizations must weigh the choices, unless the legisiature has made the decision They
can draw on the expenences of others, as some existing systems move into 5 or more years of
operation. It i1s possible to start with a policy allowing longer retention, and as the need turns
out to be less than anticipated, the system can be revised to allow an earlier purge

Data Collection

The planning and enhancement of a child protective services information system require
decisions on data collection Generally, protective servige systems cover six major areas of
information- number of reports, source of report, alleged perpetrator, nature of the child
maltreatment, characteristics-of the involved family, and outcomes of protective services
investigation This information provides the number of families and children involved in
official reports of abuse and neglect, their characteristics now, and how the children were
maltreated The information also reveals the groups reporting child maltreatment—the com-
munity, different predgssional groups, or even self-referral, and describes what is done by
protective services intervention. The difficulty in deciding on-which of these data elements to
report and the forms on which to collect them can be considerably lessened by drawing on the
experiences of existing systems and American Humane Association’s work with the National
Study on Child Abuse and Neglect (American Humane Association, 1979 and 1981)

The'National Study, in consultation with States, developed a minimal dataset that could best
describe the reporting of child abuse and neglect with the greatest comparability and reliabil-
ity across States Data elementswere examined, assessing their problems with definitions,
varied levels of specificity, and susceptibility to errors The end result has provided a
framework for organizations to determine their systems'’ data elements and dehnmons Below
is a listing of the major elements

Case and Family Descriptors

Date of inltial report 4~
Dafe case status determined
Location

Number of children in home
Source of initiai report
Case status

g
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® Services provided or arrariged
® Type of report

® Family public assistance status ’ o~

® Family stress factors ¢ ' -

Responsible Caretaker and Perpetrator Descriptors  ; ’

® Responsibie caretaker's age
® Responsible caretaker's sex
® Responsibie caretdker’s race
® Responsible caretaker's employment status
® Perpetrator's age :
"® Perpetrator's sex
® Perpetrator's race
. Child Descriptors

Q (Rild's age
L 's sex : Ve
. d’s race -

e Child's relationshi;’to responsible carqtakef
® Child's relationship to perpetrator
e Type of maltreatment : i )

W R

Unless another social service information system can both provide service information and
link it to the speTific tamily needing treatment for abuse or neglect problems, service data
should be included in the protective services system. However, difficulties exist in collecting
and updating this information and are discussed later. .

Following the decision on data elements, it is necessary to define the values for each. The
National Study can offer some ideas, but it is too sketchy to be sufficient for individual State
reporting. Additional decisions are needed on the number of muitiple values allowed for an
element, such as types of maltreatment and the historicai record of the data. History relates to
the handiing of older information when newer data is entered. The system could eliminateitor
allow the recording of multiple time periods and the building of history.

The simplest method for reporting data on the family and the child is to structure the
investigation form to represent the family and allow identification of each involved child.
Instead of four forms to represent a family with four children, one suffices. The purpose of
knowing both the number of families and the number of children involved is to be able to
assess the extent of the child maltreatment problem. If child-oriented records are used, a
method should be devised to determine which children Hve in the same family. -

The timing ofthe #3ta collection effort can be problematic— i.e., when to begin and when to
end reporting. Tracking and monitoring functions demand reporting from the onset of the
investigation, while other functions can have after-the-fact repor:tlgg. For the former func-
tions, it is eritical to have reporting for each step of the investigation process. At the conclu-
sion of the investigation, the issue is n t3-stop updating. At a minimum, updating should
occur through the conclusion of legal action, although this is done poorly in some existing
systems because of the time lag between the investigation completion and final legal action.
The basic data on the family may be updated, which would make the case information more
current for tracking, or the data may remain fixed after the investigation, providing an accurate
description of the family for that period. Recording ongoing service data could encourage
more regular updating and reporting; however, this data may only be unreliably reported after
the investigation.
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Linkages
The operating child protective services systems are all séparate systems, but they have “

linkages planned or in place in varying degrees. The need for linkages comes in part from the
child protective services design. For the most part, it is a time-limited system centered on the
abuse and neglect ihvestigation and does not include all related client populations (preven-
tion or foster care) or support all service activities (service reporting, planning, or payments).
Therefore, child protactive services must link with other related systems to obtain this informa-
tion and have a complete picture of the protective services program.

Frequently needed linkages are with client registration systems (general services or foster
care) and the tracking of services and costs. [n Texas, workers may check a box on the
investigation form to automatically register the clientin need of services with the social service
system. The service system handles the planning and payment for services. In Virginia, the
protective service System tracks reports of abuse and neglect while the social service system
will eventually handle all phases of service delivery, including payments. The common links,
the case number and name, allow the tracking of protective services children to foster care
and back home or to adoption. A similar linkage is planned in New Hampshire. This tracking
allows long-term assessment of the protective services program’s impact.

Ve

Utilizing the System’s Information

The protective ggrvice system provides considerable information on the status of abuse and
neglect reporting, nature of maltreatment, family and caretaker characteristics, afd outcomes
from the investigation This section addresses each area.

'

Status of Child Abuse and Neglect Reporting

The automated system can provide an overview of the extent of feported abuse and neglect
for the State, region, or locality and the trends in reporting overtime. An overall profile of
reporting emerges from the following information:

e Number of reports, by years The percentage of change between years and between the first
and last 4

Summary of case status, all reports with the number and percent of substantiated abuse,
substantiatéd neglect. substantiated abuse and neglbct, at risk, and unsubstantiated.

‘Number of reports, substantiated and unsubstantiated, by years.
Reporting rate (yer of reports per 1,000 population) by years
eg

Showing how th jons or localities compare to the State as a whole may identity areas
requiring further study, such as underreporting or reporting a higfter percentage of founded
or unfounded than the norm Where agencies have not reported data at a rate within the
normal rangs for the State or region, study may be necessary to examine the characteristics of
the agencies and the possible explanatory fagtors. It may be that areas with lower reporting
rates are dealing with more serious problems. Agency characteristics to be studied could
include worker caseload, services avajlable, location, existence of muitidisciplinary teams,
and other components of the protective services program.

Further comparisons among localities rﬁay be made by ranking the localities within the
State on population, total number of complaints, tota) number of founded, and their percen-
tages Another aspect of the scope of reported abuse and neglect is the recidivism rate— the
extent to which children and families are reported morethan onge Therateis derived from the
number of prior reports and its percentage of the total reports. Recidivism could be an
indicator of previous inadequate investigations or legal action and treatment programs It
would therefore be useful to compare its occurrence across the State
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The source of reporting 'suspected incidences of child abuse and neglect to the child
protective services program is critical for knowing the public and professional awareness of
the problem, and for judging the required compliance with the law by reporters and their
understanding of abuse and neglect. Basic information is the source of the report, number of
reports, the percentage that represents of all reports, the percent of founded and unfounded
reports of the total, and the founded rate (percent of the source’s substantiated reports based
on his total reports). ;

These data can show whether professjonals, who are likely to be the first to see the problem,
are reporting. It is important to know the extent to which each group’s reports are substan-
tiated for determining whether professional sources have higher substantiated rates than
other sources, as would be expected, and what professional groups might need training to
detect accurately signs of maitreatment. s .

The.relationship of the Serpetrator of abuse and neglect to the chilgchtim is a signlficant
factor. To what extent were institutions and foster pagnts invoived, r vealing a major devia-
tion from their role as service providers? To what extent was the parent-chiid relationship
involved, indicating abuse and neglect as a family problem? A better understanding of the
problem requires study 6f the characteristics of those reported to have been invoived in cHild
maltreatment. To uncover the potential scope of the problem with service providers, it would
be useful to have and to monitor a count of reported foster homes alnd institutions by region

and looality, identifying whether reports were substantiated *
: = y

.The Nature of Maltreatment

The system can also provide a picture of the child victims (distribution of males and females

by age group, abuse/neglect by sex), identifying particularly vulnerable groups, and the type of .

abuse and neglect that most frequently occurs. Information can also indicate an association
between special characteristics of children and their likelihood of being maltreated.

Since sexual abuse is an area of special concern, it may be useful to identify separately the
proportion of children who were sexually abused, according to substantiated reports. The
ability to define the nature of the abuse will depend on whether the reporting system requires.
specifying t‘he particular form of sexual abuse Lrape. molestation, deviant acts, incest).

Severity would be useful to'show for identifying some areas as more serious problems than
others. However, it is difficult to measure and report in most cases.

The system can also provide a picture ofthe child victims (distribution of males and females ™~

by age group, abuse/neglectby sex).identitying particularly vulnerable groups, and the type ot
abuse and neglect that most frequently occurs. Information can also indicate,an association
between special characteristics of children and their likelihood of being maltreated."

P 4

Family/Caseworker Characteristics -

&

The caretaker is most often the source of the problem’and aiso the point needing help to
create a protective living situation for the child. The dynamics of the family are critical to
understanding and eventually preventing incidents of abuse and neglegt.

Situational factors concern the parental composition of households, the number of children
in the household, family income, and occupation. The information should address such
questions as to what extent two parental figures are in the household, whether lack of income
is asgociated with maltreatment, and how these factors relate to the type of maitreatment.
Stress factors are part of situatignal factors. Stress factors include chronic tamily conflict,
Inadequate housing, physical disability, substance abuse, mental retardation, and other areas.
Two basic questions are, What are the most frequently identified stress factors? and Are
different profiles of stress factors_evident for abusers and neglecters? The results of the
findings may hélp in targeting prevention and remedial programs,

rd



Qutcomes:-of the Investigation , |

The theory behind child abuse and neglect reporting legislation is to identity abused and
neglected children and to deliver appropriate services to the troubled family. The system
should provide the child protective service program'’s response to the child maitreatment. This
includes the findings of the investigation, remoyal ofthe child fromthe home, placementof the
child into foster care, legal action, opening the case to ongoing protective services, and the
planned/delivered services.

Tracking of dutcomes in relation to services delivered through thé child protective services
system or linked social service system can be valuable for planning and targeting services.
Service data can be used to inform other agencies of the need for certain services believed.
critical to child protective service clients, to develop |6int programs with other agencies, to
know service availability and gaps across localities, to determine whictr services should be
targeted for development because they appear to be effective elsewhere, and to justfy
requests for addin/g, expanding, or reducing particular services.

Summary( ‘

LY

The chapter has highlighted the many purposes and functions of the child protective
services system and the key decisions to be made in planning the system The.system can otfer
many payoffs to all levels in the organization operational support for the central registry statt;
tracking, reminders, and caseload reports for service workers, and information for monitoring
the investigatory process and supporting management The ordanization'simproved program
planning. public awareness campaigns, and other activities 1n turn bring additional, indirect
benefits to the service workers . .

The system's primary drawback 1s its time-limited nature and its focus on the investigatory
process. It neither includes families receiving preventive services prior ta the investigation nor
tracks the family and child moving into other child welfare programs such as foster care The
reporting of services, their outcome, and their cost are also usually inadequately reflected if
covered at all Effective linkages with foster care and social service inférmation systems can
overcome these deficits and enhance the child protective service system's value for both
service staff and management The nexttwo chapters on service systems discuss this further.
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X Systems for Foster Care and
Adoptions S .

’

‘National studieg have estimated that 500,000 children are living away from their families in
some type of foster care—foster tamily homes, group homes, or institutions. These studies
have Jurther shown that while foster care was intended as a temporary condition, it has
become a long-term.and sometinfes forgotten arrangement for many children who have been
removed from their parents or family. Many children who are coming into tha.gystem at a very
young age are spending most of their early lives in foster care. They remain adift in care for
long periods of time without a goal and a plan for services to move themtoward a permanent
living arrangement. The insecurities accompanying separation from family and the frequent
moves from one placement to another adversely affect the normai personality development
and emotional growth of childrenin custody. )

1 4

Public social service brganizations have been severely criticizeg for losing track of foster
care children who have been entrusted to their care. Largely, they lack basic information about,
the childgen in care and have neglected to establish and enforce policies that encourage the
finding of permanent alternatives to foster care. Overburdened statf and limited resources
have exacerbated the problem.

As the Nation gained a heightened awareness of these facts, service organizations moved
toward correcting these conditions. The middle and late 1970 's brought the introduction of

- permanency planning—goal-oriented service defivery—for moving children out of foster |

care. The emphasis was on establishing permanency in the child's living arrangements
through returning him to the natural parents, placing him an an adoptive home, or establighing
formal agreements for other living situations. Some States received legisiative mandates for a
foster care tracking system or a child welfare management information system. Reinforcing
this approach, the Adoption Assistance and Child Welfare Act of 1980 (Public Law 86-272)
d recognized the need to make improvements in child welfare for strengthening the foster care
= program and encouraging adoptions of children with special needs. It also established new
reporting requirements. The-Federal Government is using these to place mandates on States

for building or enhancing child welfare management information systems. ;

Information systems became recognized a¥ critical for supporting, tracking,jand reporting a
child’'s progress foward permanency. Foster care and adoption systems fre currently in
various stages of development in States across the country, with different levels of scope. The
systems can have some or all of the following objectives: ‘ -

e to determine the number of children being served and their characteristics, )
* to determine the movement of children entering and leaving the system, and rgcidivism,

e to track the movement of children within the social service system from primaryprevention
to reunification with the family; adoption, or emancipation,

¢ to aid in achiéving permanent plans for each child in the system, ¢
® to reduce inappropriate institutionalization and support the least restrictive placement for
- the child, - - ‘

¢ to identify thétamilies of the children, their characteristics, and involvement with the chjid
and the system,

¢ to identify placement opportunities through an adoption exchange, foster home, and other
resourcae listings, 1
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® to handie the ﬁmdlng and payments for maintenance and care, subsidized ado/thion; and
social services, . . P

® to support the process for interstate and jptercountry movement of chiidren,
® to support the process for granting adoptions,
® Jo maintain a central file on petitioned adoptions, . ~>
o have accountability for services provided to ‘children and families, and .

® to support management. in policymaking, budget planning, program planning, staffing,
. evaluation, and“other functions. e

-

. ’ . . )
Foster Care Functions Supported by Systems

Fhe information systems can promote reforms in the foster care program supporting both
the permanency planning efforts for foster care_childran and effective administration. The
. system tan aid many functions of the program as follows:

Tracking the foster care child from-entry to exit,

Reducing InapprOpriéte institutional placements of children, '

Tracking planned and delivered services and the gssogciated costs,

Supporting the approval, development, and appropriate use of foster homes,
Maintaining an inventory of other resources and supporting their appropriate use,
Handling payments for foster care maintenance and social services, and
Supporting the monitoring and evgluation of the foster care program.

Systerhs for foster cdre may cover several or all of these functions. Each function is discussed
below. .
4

Tracking the Foster Care Child

- The tracking ofthe foster care child is sign/ificantly enhanced by an information system. The
system can follow the thild from entry into and exit from foster calre and identify recidivism.
.Criticat information is available on the child, such as:

® Characteristics—age, 3ex, race, handicaps, and legal status,
® Length of time in care and placement,

® Parental visiting, &nd

® Permanency planning goal and achievement status.

-
o o
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The tracking system can call the service worker's attention to action$ due and overdue that
would otherwise allow the continuation of the ‘‘drifting’ problem. In addition, the system can
monitor the status of permanency planning for individual children and the total foster care
population. ’ )

The organization should establish policy defining permanency planning goals and their
hierarchy of importance and requiring service workers to select the highest ranking goal
feasible for the child. The system can require the reporting of the goal and progress on
achievement. Typical goals in order of importance are return to the home, adoption, indepen-
dentliving/lemancipation, planned foster care with written agreements, and continuous foster
care. Systems identifying families served before the children come into care may also have a
goal —to maintain the family unit—that would have the highest priority.

The system should also contain several factors that research has identified as related to
permanency outcomes. These factors are length of time in care, parental visiting, and the
number of moves while in care.

-
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" Arelationship exists between tength of time in care and case outcome (Fanshel and Shinn,

1978) Thelonger achild stayg in foster care, the Iggs likely he 1sto return’to the natural parents
or be adopted The probability of movement out of foster care i1s'greatest during a child's first
year \n care and IS substantially reduced after 3 years In placergent The system can help
improve a child’s chances fpr-achieving a permanent family situation by tracking the average
length of s\ay In substntute care and calling attention to cases where intervention may be
needed,

.

Pl

The intensity of worker/parent contact has a sn'gnmcant‘ relationship with movement out of
foster care By providing services to natural parents, an assessment can be made whether the
parent can resume care forthe child or alternative ptans mustbe made f%rthe permanent care
of -the child A strong relationship also exists between parental visting and foster care
discharge, even when children were in care up to 5 years (Fanshel and Shinn, 1978) The foster
care program has frequently neglegted the parents The system can help overcome this
practice through tracking the natural parent, the worker/parent contact. and child/parent
visits

The number of times a Chl|d moves from one living situation to another is also a critical
factor The information system’should monitor the number’of placements and flag providers
having frequent turnover of children This can allow more careful planning of care and
identification of poténtial problems with foster homgs and other resources

Reports from the system can give monitoring data useful to all levels of the organization. For
example. service workers could benefit from data on the number of planned versus kept
parental visits and a child’'s frequent placement changes_ Supefvisors can also use this
information to 1dentify problem areas requiring corrective action

In summary, the tracking of permanency planning aliows the organization's establishment
and achievement of time-limited and measurable program goals These goals may concern
Increasing the number and timeliness of children returning home, réducing the number of
childrén in inappr6priate institutional care, reducing the avergge length of stay in foster care,
reducing the average number of diffefent placements per child, increasing parental visiting
with children in care. ang increasing the number of written case plans Goals focused on
adoption are discussed in.the adoption section Tracking should reduce the number of
children’'who are lost” or adrift in the foster care program and increasingly improve the
accomplishment of permanency outcomes

\

Instltutipnal Placement

Residential or institutional placements offer care and treatment to those children whase
social and emotional problems interfere with normal functioning and make it impossible for
them to remain in a family or in the community, or to respond to treatment while living there
The children's level of development, social and emotional problems, or relationships to their
own parents are such that they are more likely to benefit by the/experience of iving Inagroup
rather than in a family The possibility for placement in'the foSter home or specialized foster
home should have been eliminated before institutionalization 1s considered

Institutional placements require special attention for several reasons They have beer,
excessively used Difficult and sometimes poor matching takes place between the child with
special problems and the institution Lastly, resources are not avdilable for many special
needs-

Foster care programs have traditionally made excessive and often inappropriate use of
institutions for the placement of foster care children‘ However, the information system can
promote permanency planning's aim of providing the child with the least restrictive setting
possible From the data, program management can study the characteristics of children, an
agency's rate of institutionalization, and location of the facility. and make some preliminary
judgments about the appropriate use of institutional facitities and take further action

t
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For organizations requiring approval of out-of-State and/or in-State placement of children
.into residential facilitie®f the system can identity a]l children with such living arrangements

and allow identification of any placements

wiﬂlQut approval. Corrective action can turn

around this situation quickly. \

For children needing residential care, matching the strengths of the child with the strengths

. of the facility is critical to giving the child the living situation that enables him to achieve

maximum development within his ¢apacity to change. The system can provide the service staff

with listings of available resources, showing the type of children served and the treatment
program availabl&k may even offer aﬁprelimlnary child-resource match.

The third system use for institutignal placements is the redirection and development of
facilities in keeping with the needs of children that cannot be addressed in foster homes. The
program manager can provide facilities and groups with information on the children’s charac-
teristics and handicaps that can guide new program planning and improved accommodatioh

“of the foster children. This utilizaWdn may make possible the return of children from out-of-
3tate to in-State facilities. - , . /
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 Services and Costs - °

Permanency planning's implications for the delivery of services is clear. The service worker
must provide and purchase services as early as possible during the child's placement to
enhance the achievement of his permanency goals. In most instances, the services should be
for both the child and the family. The information system can monitor the existence of a plan
for services and their timely provision tasmove the ghild and family toward the goal. This
should reduce the possibility of children remaining adrift in care The system can also remind
the worker bf the plan’s expiration and the need for developing a new one. Costs for services
may be determined through payments for purchased services and direct activity reporting of
the seryice worker. The next chapter discusses service planning, reporting, and costing in the
sections on service delivery and financial management.

Approval-and Use of Foster Homes

The most,important and frequently' used living arrangement: for foster care children is the -
versatilé foster home, caring for children from birth through adolescence. The information
system can support the recruitment, approval, training, use, and evaluation of the foster
homes (see the resource section in the'next chapter). '

The system's basic informatien on the number of foster families, their characteristics, and
preferences for children can indidate the need to recruit additional or different families. For
example, recruitment of black families may be necessary where many foster care children are
black and approved homes are predominantly white. Trdcking the application and approval
process of homes insures their timely aVailability for the placement of children. Where inordi-
nate delays are evident, intervention can'correct the situation. The system may also indicate
special skills and training in the foster home that could indicate an ability to accommodate
children with special needsWhe selection and use of the home can be facilitated through the
listing of homes and/or automated preliminary matching of the child and the foster family The
systef can also prevent the use of a home beyond approved capacity by rejecting the
placement plan, leading the service wotker to choose another home. Evaluation of the home
may be assessed by such factors as the length of time children remain in the home and
unplanned removals of ‘children from the home in relation to the types of children served: The
organization should find the information valuable fe:}an overall assessment of its performance -
in attracting, using, and retaining foster families in the program that match the needs of the
children in care. 3 ¢ '
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Reskurce Inventory and Its Use .

. Approved foster families are onfy one resource used by the foster care program. Others are
used forproviding residential careand social services. The resource inventory, as described'in
the next-chapter, includeés all types of resources in service delivery The system presents
"resource options for service needs, and the service worker must select the best for the child
and tamily. o .
.

Payments-for Foster Care Chlldren .

The systerr may also handle al fundmg sources for foster care and make the payments not
only forsogial services but also for maintenance and care. Information is then available on the
costs of sérvices, different types of care, and average costs by permanency planning goal
Management can y$e this in budgeting, otherfinfancial planning, and policy development The
financial management section of the néext chapter presents an approach for handling the
finances and payrnents .

Monltprlgg and Evaluation

The system supports the monitoring and’evaluation of the permanency planning cutcomes
in several ways.'Reports can identify the need for local reviews of case$ Program manage-
ment can have the systemproduce a sample of cases for a State case review process. Unusual
information in the system may also indate the need for a special study tdfunderstand why, for
example, half of the children in whose cases parental rights were terminated do not have the
gdal of adoption. The results of such a studwcan lead to refinement of policy and reinforce-
ment of permanency pIanmng

‘

The next sectron looks at the support of information systems for the adoption program
discusstng fu rther automated support for the adoption of the foster care child as weill as other
dimensions of the program

Adoption Functions Supported by Systems

The adoption program has many functions related to supporting and granting adoptions
that serve not only the foster care child available or placed for adoption but also the general
community information systems can support the organizations' adoption functions in fnany
wayt as follows.

Tracking the adoption of foster care children,

Approving potential adoptive homes,

Maintaining an exchange of available children and adoptive homes,

Providing subsidized adoption payments for the special needs of children,

Monitoring assistance to courts in the granting of adoptions, S

Supporting the maintenance of central files on all petitioned adoptions, and
' Aiding in the provision of information to adult adoptees. ‘

The scope of automated adoption efforts relates to their adoption responsibilities and to the
volume of activity. Each area for automated support is discussed to bring out the options
available ln planning service systems s
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Tracking the Foster Care Child’s Adoption - _ . .

Adoption helps foster care children who have beéome permanently and legally separated
from their natural parents become permanent members of a new family. It involves a complex
combination of social and legal processes. The information system can monitor the following
steps in%he progress of a child te be adopted:‘ '

e Selecting adoption as the permanent planning goal for the child,

e Freeifg the child fgf adoption through termination of parental rights, )

® Placing the child in the adoptive'home,

® Providing services before, at the time of, and after placement, and : H
Finalizing the adoﬁtion and terminatiny the agency's custody of the child . (

" The system can revgal how many children for whom the goal has been adoption have
actually‘been adopted and the average length.of time to complete the process It can also help
to identify where the slowdowns occur and what intervention may be nectssary. Information
‘shﬁgalso be avaflable on children in whose cases parental rights are terminated but who do
not have the goal of adoption. The agency or service worker may be tnappropriately reluctant
to consider adoption and may need encouragement to reexamine the child'§ goal

Estapl and 7nomtoring measurable goals become possible in adoption An examples
one of Michigan’s goals. T place oy facilitate placement into adoption 75% of the children
who wereglanned for adoption within one year of establishing that plan (Michigan Depart-
ment of Sogial Services, 1980, p.18) Other goals could focus on placing the older child,
keeping sibfings together, and placing the special needs child Full utilization of tracking
informatidn can significantly improve the eftort of placing foster care children into adoptive
homes

- .

Summaryreports can give agencies a picture of the effectiveness of a locality’s adoptign
program in contributing to the ttmely movement of the children's planngd adoptron to
achieving goals. The reports should also show the number of adoptions actually finalized and
those disrupted, providing characteristics of children involved

‘ e . -~

//-

Apprdval of Adoptive Homes /// e

Av‘ailable and approved adoptiv omes are prerequisite for placing children and realizing
the goal of adoption. A i omes become available through families and single adults

applying to adopt one or more children. Their application to be adoptive parents may be
completely on their own initiative or in response to a public awareness and recruitment
campaign .

.~ The information system may support the es?abhs‘ﬁmént of a bank of approved adoptn?g
homes through monitoring the completion of all approval steps and identitying all approved
adoptive homes and their preferences for adoption (Adoptive homes wouid be an agency-
approved provider, discussed as part of the-provider subsystem in the next chapter) The
system could help identify delays in prdcessing adoptive applicants Matching availab

children and adoptive homes could also be supported, faciitating the placement of children \

-

An Exchange on Avallable Chlidren and Homes

An adoption information exchange increases opportunities for children to be adopted by

roviding information and referral services to agencies having custody of these children The
exchange maintains a registry of families studied and approved for adoption and a registry 0%
childrenlegally free for adoption. In addition, it performs various activitids to assist agencies in
finding adoptive families for waiting children. -




’.

The information system makes it possible for the exchange to monitor the required registra-
tion of children for whom all parental rights have been terminated. For example, it will review
whether the goal is adoption, parental rights have been terminated, and an adoptive place-
ment has occurred within 30 days Thp monitoring insures the visibility of all available children
and the maximum opportunity to be selected for adoption. :

' The system can also monitor the registrationvof studied and approved families interested in

" children Depending on the organization's needs, monitoring may be limited to homes willing
to take children with special needs. It can-insure the required registration within the required
time frame (for exarhple, 30 days after date of approval of a home unless a local placement is
pending) ¢

Subsidized Adoption
Subsidized adoption facilitates the adoption of children with speciat needs For these

children, the most appropriate adoptive parents may be people who do not have enough

money tggwovide tor their needs Subsidized adoption assists people with the cost of raising a

chid wvﬁas special needs The primary basis for assisying the adoptive family is the special

needs of the child, not the needs of the family Children who are likely candidates for subsidy

are hard to place because of their age, physical. mental, or emotional handicap; minority or’
racial heritage, or being a member of a sibling group

The information system carltrack the payments for adoptive parents approved to receive a

. subsidy for the child, differentiate between the types of subsidies. and make the Necessary

payment The information on cosfs can be used to show how public funds are being saved

whenever a chiid achieves adoption with subsidy compared to the cost of retaining the
average chiid in foster care ( \ e

Assistance in Grantlng Adoptions / ) /

The organization may have functions related to the granting of ad ptions assisting courts
tn granting legally sound adoptions within a specified time pariod, monitoring and evaluating
adoption cases and submitting reports to courts, arranging for investigation and supervisory
visits when an out-of-State/country agency is involved, and making an investigation and
recammendation on the adoption according $o required procedures This work concerns the
adoption of foster care children, adoptions handled by child placing agenciés, and indepen-
dent adoptions

Theinformation system carntrack all adop#on cases and monitor the timely completion of all
work forthe courtand the key legal events Actions due and overdue can be produced on a list
For example, the system could confirm that the investigation has been completed, but the
court has not acted Informing the court of the need for the final order can prevent children
remaining in alegal imbo orwith a family not recommended as an adoptive home The system
can also indicate whether the adoptive parents or adoptee were involved In a previous
adoption T - /

For organizations with a high volume of adop{ions. the system can significantly redugle the
professional and clerical paperwork and streahniine the total operation of supporting the
finalization of adoptions ) .

Central File on Petitioned Adoptions ’

The.organzatmn may have responsibility for establishing a permanent record of all adop-
tions petitioned The same name information used to assistin granting adoptions serves as the
central file's entry point that confirms the existence and indicates the location of the confiden- <
tial adoption case record With record going back to 1942, Virginja's central file has an index
with more than 250,000 names . ' ’




Aid to Adult Adoptees e’

The growing number of aduit adoptees searching for the identity of their birth parents and

' the advocacy of their position are leading States to consider the establishment of a central file

on adoptions. This would prevent the adoptee from having to make an extensive search bfi#
geographic location of the adoptio® records, contacting numerous jurisdictions and courts.

“ The-central files, supported by.an informatien system, could; be an expeditious resource for

acknowledging the existence ‘and placement of the file and then upon receipt of proper
approvals, retrieving the adOption case record.

»
Information systems can obviously provide vaned and far-reaching supportto the adoptions
program that merits careful’consideration in planning a service system. The next section [ooks
at automated support for another part ot the adoption and foster care programs—the.in-
terstate and intercountry transtfer of children

System Support for Interstate Transfer of Children

. Interstate and mtercountry transfers of children may take place for adoptions and foster
care. Procedu res governing the interstate placement of children are intended to safeguard the
well-being of children while assuring communication between agenciles involved in such
placements. Members of the Interstate Compactonthe Placement of Chiidren are responsible
tor roving all interstate placements of children. For intercountry placements, the Immigra-
tion and Nationality Act requires compliance with a State's respective preadoptive law and
regulations before a foreign child can be brought to the United States for the purpose of
adoptlon

For State organizations with a high volume of interstate or intercountry transfers such as
Virginia, California, and New York, an automated information system can pro¥ide invaluable
support for timely and streamiined processing of requests for tfansfers and related corres-
pondence. Substantial clerigal labor can be saved through automatic production of the
nationally used form 'Request to Place a Child.”” (ICPC 100 A and B) and more important, the
needs of children can be addressed more responsively

The next section focuses on the system design choiges for foster care, adoptions, and
interstate/intercountry transter ot children. . “a ’

System Design Chotees .

Today's foster care and adoption systems focus on the tracking of foster care children and
their permanency planning status. Beyond the common thrust, many choices exist on whatthe
system should do and how it should be structured. Management must decide on the most
suitable design strategy for the organization’s needs and capabilities. Several approaches are
discussed. In addition, a special system design for the interstate movement ofthildren and
unique adoption requirements is presented. The last seetuon examines potenyal linkages

between foster care and adoptien systems and other systems .

Two Comprehensive Approaches: Foster Care and Adoptions as a Subset

One choice is that the development of a foster care and adoption system may be a subset of a
rore comprehensive social service information system such as discussed in the next chapter. .
Another approach is the foster care/adoption system’as part of a child welfare management
information system, which may be comparable to the social service information system,
except for its nagrower focus on child welfare rither than all the service populations

The toster caro/adopthn system as a subset of a Iarger social servjce system is a popular
diregction for States with designed and operating service systems, as reflected by systems in
Michigan, New Hampshire, New York, Virginia, Utah, and Texas. Preference for this system
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configuration may derive from its consisten cy with the organizations’ responsibilities in social
services and its making available more design features to supportgnd manageée the foster care
and addption programs The design features may include tracking funds and their sources,
handling payments, providing a resource inventory (foster homes, adoptive homes. child
caring institutions, and others), tracking the service delivery process, and reporting costs and
activities -

Both child welfargand socral service management information systems may allow tracking
the child and family as they move in .and out of or progressively through various service
programs, such as prevention, child protective services, foster care, and adoption Com-
prehensive systems may aiso more readily Jend themselves to finking together the family and
children-rather than just tracking the children, thereby giving greater support to family
services l .

An Elementary Foster Care Tracking System

A third strategy 1sa 'bare bon\e{' foster care tracking system that involves the collection of
only the mostimportantdatarelated to the child’'sdemographic characteristics, legal position,
and permanency planning status It may lack information on natural parents, foster parents
and other resources, services. and costs For organizations without a comprehensive service
system in place or planned. this may be the quickest and |east expensive approach

Virginia s experience with an interim foster care system of limited scope has demonstrated
this approach is feasible Its system has asole iInput document, which contains approximately
50 data elements providing basic information on the child and minimal information on -
placements, service planning. and family visits it s completed on each child at the point he
comes into custody and updated for changes and visits every'quarter Although the system Is
elementary. the manipulation of the key elements has maximized the value of the information
and produced reports heavily used by executives, program managers, local agency directors,
ang service statf c

’

Centralized Adoption and Interstate Functions: A System for Operations

Organizations with centralized responsibilities and a high volume activity in the areas of
adoption and interstate transfer may wish to consider the feasiblity of an information system
focused on basic support for operations, with extensive monitoring of required activities and
some management reporting

The interstate transfer can benefit from automation Certain gdoption functions that also
may be centralized and lend themselves to automation arean adoption information qu:hange,
momtoring of assistance to courts in the granting ot adoptions, maintenance of.an adoption

file, and tracking of subsidized adoption M

Each of these fu’cyons requires its own card files for names and numbers, the greater the

volume the more ditficult the filing and referencing Additional files may be created to monitor
«local agencies for their required actrities, the courts, the central offices, and other States The
overall effect 1s arr overwhelming amount of paper burning out clerical and professional staff
and usually flowing late

An autémated system can aliminate all this through a rapid online search capability ot all
child and aduit names, and online entry of key actions It minimizes the time spentin filingand
referencing them. eliminates filing errors, and provides an easy and quick method for updat-
ing Information and adding new cases As a secondary Jfufction the system can produce

. morfitoring reports reminding agencies of reports due and reminding courts of legal action

due o~




Virginia found this the only feasible course as a method of escape from over 250,000 cards
on adoptions referenced constantly and for timely management of countiess pieces of malil
" coming daily on interstate transfer and adoptions. The system has transformed an impossible

drudgery for clerical and professional staff into a reasonable, always current, and even
pleasant workload. N

Linkages '

‘The planning of systems for foster care and adoptions requires consideration.of many
potential linkages. Two of these linkages have already been discussed—the social service
information system and the child weifare management information system. Other areas are
child protective services, juvenile justice, income maintenance, resource or vendor listings,
and fiscal systems. ' ‘

-

From the perspective of the administrator and program manager, highly desirable §ystem
linkages are those permitting the tracking of the child and family through a continuum of
service programs. The continuum includes family preventive services, child protective ser-
vices, foster care, and a?option. Tracking allows the organization to learn about long-term
outcomes from service intervention. It helps answer such questions as, Do preventive services
reduce initial or subsequent child maltreatment complaints or removal of the child from the
home? How many foster care children returning home experience abuge and neglect? How
many children are in foster care as resuit of reported abuse and neglect? How many adoptees
entered the system through child maltreatment? and How many adoptions were disrupted and

e child returned to foster care? Upon receiving the initial counts of these occurrences, the
administrator will undoubtedly request an analysis of factors associated with these everits.
Thedesign of the foster care and adogtion systems should anticipate these information needs
and establish these valuable linkage®€ in a manner consistent with confidentiality require-
ments, !

. An equally important linkage is with the juvenile justice sector because of movement,
potentially considerable but largely unknown, between its system and foster care. Without a
method of sharing information among different programs and sectors, a complete picture of
the family and children and the needed services cannot be clear. Furthermore, service delivery
across sectors may be conflicting rather than compatible and reinforcing.

The income maintenance programs have two connections, one related specifically to foster
careand the other generally to child welfare and social service systems. The firstis the obvious
linkage with the income maintenance program Aid to Dependent Children-Foster Care. This
covers the maintenance and care expenses of aligible foster care children, which in some
States is as much as 80 percent of all foster care children.

Sharing of information and a common approach on handling payments shouid be .more
efficient, and merging of information and processes should provide management with an
improved data base for analysis and planning.

A secongdary linkage involves identifying common populations among income maintenance
and social service programs that may help identify income-related causes of social problems
or pinpoint biases in the populatlo'n servedg

The last set ot linkages, vendor listings and fiscal systems, are possible systems in existence
that could be connected to the foster care and adoption system and offer useful information
for management and staff. The design team shouid be alert to all'potential Iinkages and, as
appropriate and feasible, incorporate them into the systentplan.

L15



Summary R "

'Qwe chapterhas highlighted the purposes and functions of systems for foster care and
adoption and shown how they can enhance the management of the foster care program at all
levels—service workers, supervi%ors, program managers, and administrators. The systems
enable the organization to support and direct foster care and adoption activities and de-
cisionmaking in a way that leads to improved permanency results for the children and families.

Some choices in designing systems for foster care and adoption were also discussed,
including the potential linkages among social service systems and others. The social service
information‘ system may be either the core system or a critical linkage. The potential relation-
ship between this system and foster care and adoption systems will become ciearer in the next
chapter. Chapter 10 describes a comprehensive social service information system and its
many design options

S
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X. A Cothprehensive Social Service
System ° | -

»

The development af a comprehensive social service inform\ationgstem offers an approach
tor bringing together the information requirements of many different social service programs,
serving the needs of many organizational levels and linking the system with other major

human service programs. The system’s benefits lie in a more efficient and etfective service
delivery system and in more knowledgeable management decisionmaking in budgeting,
planning, poiicy redirection or change, resource allocation, and other administrative con-

4 cerns. Management can alse accommodate the ever-increasing demands for accountability
for all services delivered and funds expended. On the gther side, service w@rkers can réceive

"w.%ort for perfofming service delivery functions and making related degisions.

This comprehensive system must be developed to accommodate diﬂersnt State and local

« organizational structures and agency relationships. Differences atfecting the system are the

organizations’ varied scope of responsibilities in human services, State-administered versus

locally administered social service programs, size of'agency, service delivery mode, methods
for handling purchased services, and the role of the voluntary sector.

The organizatior’s scope varies along a continugm-aeluding single-focused (children's
services), multiple (all social services and income maintenance programs), and comprehen-
sive (all human service programs) responsibilities. The programs included in the system arid
the integration efforts often correspond to this scope. Secondly, the level at which social
services are administered—State or local—influences how easily the system can be de-
vetoped. It is much more difficult to develop the system in the locally administered environ-
ment because of control issues, local needs, and the inevitable complexity of the system.
Involvement is even more critical for developing support and g responsive, weli-designed
system. Complexity comes from the system's incorporation &, tor example, 50 or more
budgets and configurations of allowable services.

- Size of agency is another consideration, especially in a State 6fganization with local
operations. The system must contain enough to meet the needs of the giant agencies but be
sufficiently simple to avoid overwhelming very small agencies.

r'S

The service system must also recognize the different ways of handling case management.

Some clients may begin with the vendor and others with the host agency. Case management

may be handled ditferently among agencies or even delegated to the voluntary sectog. Lastly,

purchased services may be contracted for, ordered, and tracked in many differefit ways.

Nevertheless, the social service system does have a common structure that can be found in
marty different otganizations.

The chapter presents a conceptual description of a comprehensive service system, identity<
ing the major components and optional design strategies as well as the potential uses and
benefits of the components. Possible online inquiries and reports are identitied The conclu-
sion focuses on the system’s payoffs for service workers and maragement.

AN
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A Conceptual Description

A comprehensive secial service system typically has four major subsystems:
Case/client tracking,

Service providers,

Service delivery, and _

Financial management. .

The case/client subsystem handles all case and client data, monitors eligibility status, and
establishes a record for all persons requesting or recqiving social services. The service
provider subsystem maintains information on all vendors\and other resources used in the
delivery of services and monitors required approval processes and rate schedules. The service
delivery subsystem supports and monitors the delivery process for both direct and purchased
services. The fourth subsystem, financial management, handles all financial aspects of the
system. -

Figure 8 provides a conceptual representation of the system. On the service delivery side is
the service worker's registration of clients, collection of special program information, and
- planning and delivery of direct and purchased services. [Note: Figures 8 to 14 were part of the.
Virginia Department of Welfare social service information system project.] The administrative
side gives support to the service worker through the identification of available service provid-
ers, checking the validity of the plan, handling funds and making payments for services
delivered The presence of terminals recognizes that a great deal of interaction takes place
between the service worker and the information system in the-delivery of social services.

A comprehensive SSIS preterably accommodates mixed client populations, variation in
services provided, different eligibility requirements, and multiple funding sources, and allows
tor frequent changes in these areas. The system should also address the desire on the part of
all management levels and service delivery staff to know more about their clients and to make
better decisions regarding services delivered to the clients and policy governing the service
delivery process. ‘

Both operating and planned social service systems fall within this model or are changing in
this direction. Within this framework there are variations in agency preferences and charac-
teristics, the scope of the system and its level of operatiPnal detail, use of online capability, and
the extent of integration among the subsystems. Child protective services, foster care, and
adoption systems may be linked to or part of the total system, depenqing onthe organization's
interests and concerns. Linkages with other systems such as income maintenance may also
vary. . - ’

The older operating systems often had the subsystems developed as separate systems at
ditferent times; various linkages were established later. The newer systems tend to bring
everything together ag develop the system with tighter integration of functions. In addition,
they are often planned as online systems.

The following sections discuss each of the four subsystems, identifying options and deci-
sion areas. Tthotential benefits listed for each subsystem relate to the needs and design
.choices pf thebrganization. The document discusses the vajue of online capability for social i

service systems and presenlts potential online inquiries and reports.
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,Case/Client Subsystem . .

-

The case/client subsystem provides the framework for the social service system through the
identification of the family (case) and the individud) requesting and receiving social secrvices.
This isthe entry pointinto the system and the beginning documentation of the service delivery
process. The case/client subsystem handles all case and client data, monitors case and client
eligibility, and establishes a record in the data base for all persons who apply for or receive
services. Some potential benefits associated with the case/client subsystem may be:

¢’ Confidential name index for current and closed cases of clients across the major service
programs that identifies if the family or individual received services previously.

Unique case number and unique identifier for each client.

Automatic'determinatioﬁ of eligibility.

Complete history of case and client eligibility.

Uniform identification and demographic information for the family unitand individugli clients,
such as target group (aging, runaway, etc.) and special needs or handicaps.

Accurate and timely caseload management and action due/overdue reports. \
Ability to obtain unduplicated family (case) and child counts. ‘\
Ability to develop case.and client.profiles.

Tracking a client through the service delivery progess.

Family or Individual Structure y

The case/client subsystem commonly focuses on the family gs the primvary unit and mem-

bers as subordinate, requiring the same case number for all members plus a member identifi- -

cation number. Sometimes the computer may aiso assign an additional client identification
number for the purpoges of efficient access to client information and determination of
duplication of the clientacross major systems_for some comprehensive social systems, the
individual may serve as the case, with automated linkages among members of the family
established through cross-reference numbers and/or a head of household file.

The preferred approach depends on the service delivery structure, which may focus on the
ipdividual or the family. Advantages of the first method are fewer forms to record data on the
family and inBividuals, a single service eligibility determination applicable in most cases to all

-, members of the family, and easier access to the family information. '

Soclal Service or N{mentwkjo Focus : S
Another major decision is Whether the case/client subsystem should include all clients

served by the organization or only those in social services. For services, another major
decision is often whether and how to include child protective services and foster care cases. If
the subsystem includes all agency clients, a common case/client form across major programs
Is essential as the same system entry for all. Figure 9 shows an organizationwide subsystem
.with one form, focused on the family, which is the means of bringing diverse gggas together.
This courseis advantageous where the major progrms share mary clients becuse It reduces
uplicative datg entry and data processing efforts and promotesfyreater communication and
pardination within an agency. However, its successtul implementation, particularly in a State
ironment, requires sybstantial technical expertise and system development experience.

& .
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A Departmentwide Case/Client Subsystem

L < R
\ 1
-
/. , L
. g Chent1 | Cilent2 | Client3 | Cllent4 | Clients Cliem 8
Pl /‘ AT
o Eligibllity information
U Dunogmme”g Wl Data
o Single Client Entry
1 4 " 7
z . v
® . With a shared form, the organization must determine if all statf ha equajggghts to update
' common information on a case or individual or if a hierarchy bxists ithe type of worker who
has the right to change the data. This hierarchy may correspond to t accuracy temands on

the w¥rker and the consequences for error. For examplé, it the client receives all programs,
only the AFDC WQrker can change the common information, and the service worker can
change common Qata only when the family is not participating in other agency programs.
Careful consideration is required on the for a hierarchy, its character, and whether
service workers can update more than se data.

L]

Case Number

# The case number is among the most critical data elements in the system for several reasons.

It is the unique identifier for a case/client that aliows the tracking of all services delivered and

establishment of proper audit trails for payment. The number nfay also link the client's past

record of services with the present, provided that the organization checked for and assigned

the oid case number. Conscientious number assignment is absolutely essential to prevent

duplicate numbers on the same case for both social services and the organization. Duplicate

P members can be the cause of much bad and frustrating data and, at times, fraud. The

assignment process should include such screening steps as checking the name for "'sound
alikes’' and address matchings.

»
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The organization should also have tight rules on changing the case number. The vatue of the
unique identifier is undermined in providing proper audit trails, tracking, etc., to the extent
thatstaff have freedom in dropping one numSer and selecting another. Loose procedures also
encourage careless assignment of the original number. Consideration should be given to
allowing only a central pointto make case number changes and only when the need has been
fully documented and confirmed. .

Athird issue on case numbering is the format of the case number. An initial thought 6f many
system designers is to use the social security number, but this is risky. The social security
number is not a unique label because, by the Social Security Administration’s own estimates,
more than 4.2 million people have two or more numbers. In some instances, more than one
person is issued or uses the same number (Adams and Haden, 1976, p.265). Moreover,
complications may arise because the number is forindividuals, and while children can have a
number, they usually do not and one cannot be quickly obtained. Alternatives to the social
security number are preferable but are notimmediately evident. Careful studyin the contextof
the system's environment is the best method for deciding on the case number structure.

System Flexibllity for Social Service Programs

Social services is a complex set of many varied social service programs; several with their
own unique requirements that often lead to the development of separate, single-focused
systems. A service information system must take these requirements into account to be
comprehensive. One effective strategy is to have a second client form in the case/client
subsystem that supplements the primary case/client document and collects the unique data
on individuals who are being served by the special programs. This is sufficient for the unique
requirements and allows the development of an integrated, generic social service system.
When the form has capability for expansion, the system acquires greater flexibility to accom-
modate changing service programs and new national service priorities. .

The major social service progtams that require supplemental information are:

e foster care,
e subsidized adoption, .
e adoption, both for foster care children and independent adoptions,

child protective services,
adult protective services, ang// -t

work incentive programs.

N

An information system provides aclient tracking system for each of the service program
greas and has the potential for creating a central registry for the adult and child protective
services programs (see figure 3). Program policy standards may be incorporated to allow the
information system to monitor as many policy matters as feasible. Some benefits associated
with monitoring are the tracking of children in felation to goals, type and duration of place-
ment, and recidivism. It is important to identify and track the matural parents of the foster care
children as well, uniess the parents are no longer alive or their parental rights have been
terminated. System designers need to determine which method allows the most complete and
accurate reporting. The method could be reporting. parents on the child’'s supplemental
document or on the generic case/client document.
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Provider/Resource Subsystem. -

The provider/resource subsystem maintains information on all resources used in the deliv-
ery of services and monitors the required approval processes. The provider file may include
purchase-of-service vendors, approved individual providers (adult and chi|d foster hogges,
inthome and family dag care providers, adoptive homes, etc.), licensed facilities, and other
resources (see Figure 4). The information maintained.on providers covers the type of client
served, services offersed, approval/contract dates, location, and service costs.

Following are some potential benefits associated with the provider/resource subsystem:

¢ Resourcé inventary with 'fnformmion by service or geographic area.
e Provider profiles reflecting services offered, clients served, etc.

¢
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Automated ‘matching of clients' needs with providers oﬂ&lng the service.
Tracking of potential adoptive homes registered with an adoption exchange.
Payment allowed for approved services at negotiated rate, within contract limits.
Billing index with payee, address, and cost information.

Method of monitoring contract and approval dates of brovlders.

Support for licensing management process.

Managément reports reflecting actions due and overdue.

Record of utilization of providers and associated services and costs.

Basis to assess unit rates on a statewide basis and standardize unit of service.

¢ .

SCOPQ . Lot

The scope of the provider/resource subsystem can vary by the type of resources included,
the planned functions, and the correspongling information collected. The resource inventory
is the most basic function of the subsystem. The complexity and detail Increase with such
additional functions as support for the licensing management process or automated match-
ing of client and provider. Some types of resources and functions are not applicable in some
social service environments. Not all organizations may carry licensing responsibilities or
require automated support for this function. “

Integration

A second major decision is the extent to which the system integrates the requirements of the
different type respurces and functions. Some of the areas to-be addressed are common forms,
standard data elements, control over providers,sharing datgollectlon. and usage.

A generic resource form for all providers is one method of integrating all providers into one
system. However, some accommodation of unique requirements by type of resource is neces-
sary and can be accomplished by having special areas on the generic form or a supplemental
document, o

-

The integration of providers into one subsystem also raises the issue of control, evidenced
by questions of who can update the data, see and request copies of the information, and use
the provider it the delivery of services to the client. Generally, all users can update the
common information and their own section. Specific parts on regulated facilities or vendors
can be updated only by the staft person responsible for licensing or purchase of service,
respectively. Access to information depends on confidentiality restrictions for the regulatory

“functions and resource competition problems among sites. .

Competition over scarce resources may .be heightened by the visibility of data on such
sought-after provid:rs as foster homes and emgrgency needs groups. The foster home
presents a special problem because one site may put forth the effort to approve it, while
another proceeds to use the provider. The organization must decide which of the following
approaches should be bulit into the system:

® Sites have information only on their providers;

e Sites have information on all providers, but the system only permits usage of their own
‘providers; or .

® Sites have information on all providers, and the primary site designates in the system Other

locations that may share their use of providers.
Formal sharing Is the best strategy because it expands available resources and reduces the
approval process work. However, it demands interagency coordination and communication.
An open listing of providers can be valuable for preventing myitiple agenciés using the same
foster home without each others’ knowledge, thereby creating a potentially poor situation for
any child or-adult.

/
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Each p#bvider requires a unique identifieryWhen an individual or tacility applies to become
an ag proved provider, purchase-of-service vendor, or licensed facility, or when a
service worker decides to include a community resource in the system, an automated or
manual search is necessary to determine if the provider already has a resource number.
Otherwise, a new number must be assigned. Preferably, the automated search included a
check on numbers in all sites. Once the numberis inthe system, care must be taken to keep the
number to provide proper audit trails, track utilization, etc.

Resource Bumber

The numbering system may identify the type of resource. For iarge organizations, it must
accommodate the central agency and satellite facilities. The particular problems relate to the
environment of the system.

" Linkage ﬁth Other Subsystems

~a

The provider/resource subsystem has links with the service delivery and the financial
management subsystems ag shown in figure 11. For the vendors, this subsystem indicates the
services authorized for purchase and the negotiated cost for each unit. Some systems even
indicate the services contracted for and provided to date, while others may reflect this in the
financial subsystem. The service d,livery link is the reporting of the planned resource on the
service plan/purchase order, with 8ervice delivery processing confirming the service as au-
thorized and the vendor as approved. !

/

-




Figure 11
Provider/Resource Subsystem
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Service Delivery Subsystem

The service delivery subsystem supports and monitors the delivery of both direct and
purchased services, validating all planned services against policy standards. The subsystem
also provides a history of all delivered services for identitying services given to a family or
client and enabling the analysis of data for management purposes. Sfme potential benefits
derived from this subsystem are: .

e Tracking of purchased and direct services by family unit and individual client.
® Monjtoring service delivery against policy requirements. .
® initiating an automatic purchase-of-service process.
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Tracqug the delivery of services toward goals and ob‘fectives.
Determining unmet needs, based on-unavailable services or resources.
Tracking subsidized adoptions. ) _
Planning and monitoring the provision of foster care maintenance and personal care.
Reporting information and referral. / ’
Giving service workers reports on caseload service activity.
" Providing the structure for disect time reporting.
Generating State a ederal statistical reports. .
Altowing analysis of service delivery and associated costs by service, client, program areas,
- gtc. '

® Allowing a comiparison of purchased service expenditures versus direct service costs by
service. ‘

v

Reporting Services

The typical process for initiating service delivery is for the service worker to develop a
service plan that specifies the services to be provided to a client, planned start and end dates,
the numbaer of serviee units, and the resource. The goal or objective for each service or set may
be specified. The provider may be the service worker, another agency staff member, or ‘an
outside agency that gives purchased services or offers services without cost. The provision of
services by internal agency staff is cailed direct services. For purchased services, the service
pian may serve as the purchase order, or it may produce a purchase order after the information
passes through thyé necessary checks. The system should also generate an invoice or payment
list automatically from the same information. Thé financial managefent subsystemn addresses
this (see figure 12}, *

A




Figure 12
Service Delivery System

\ 4

§prvice workers may also give information and referral and unplanned-seyvices and perform
many other important activities such as adoption supervisory visits for the court or arrangé-
ment of a foster child's home visits. A special form may be necessary for reporting this work
and presenting a complete picture of assistance given to clients (see figure 13).

f
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Direct Service Reporting
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Validating Services

t

The service detivery subsystem may validate the following information for each service plan

submitted for the first tnme

o The case is active;

® The olient is eligible; (
-® The service is allowable for the cliWrogr;m area and the worker's agency;
_ @ Special rules on client nesd, maximum aflowable units, etc., are met; and
¢ The resourge is valid when the plan has purchased services.
This validation can occur for all planned services prior to delivery. If errors are indicated, the
service worker receives the plan back for immediate correction. The service worker should
also have the ability to update the pian as the client’s situation changes. For direct services,

this process would-4ake place after the fact and indicate changes needed In the agency's
provision of services to insure compliance with policy requiraments.
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The service delivery subsystem uses a State policy table and a service table for validating
services planned or given to the clientand for allocating limited social service funds accoming
to the organization's priorities. The policy table lists all possible services/components thatare
allowable within the service system as services delivered directly by the worker or as purch-
ased services on behalf of the client. This Igﬁﬂn could include not only title XX services but
aiso WIN services, title V-B services, foster €are, room and board, etc. The policy table may be
used by the system to validate that a service requested on a service plan is allowable and to
determine if any special edits are required angd If the maximum units/rate is applicable.

As a further refinement, the service table indicates for gach service the valid eligibility
category, program area, method of provision, and funding sources Ppr a State-supervised,
locally administered social service program, each local agency has ifs own local'table as a
sybset of the service table that identifies allowable services in that jurisdiction. Figure 5
presents the service planning process and the validation of all services. ’

Cost Allocation and Time Study Process

The service delivery subsystem may also accommodate the Federal cost allocation require-
ments through the development of the standards or reporting on the standards. For some
States, this plan may require 100 percent reporting on a planned basis; other States may have
standards based on statf reporting 100 percent of their time for a list of functions during a
study period. Figure 13 shows the use of the direct service reporting form for this purpose as
well as its regular use for recording direct services. The figure- also shows the flow of
data—service data to the service delivery file and all data in the study phase to the gost
allocation file. The incorporation of cost aliocation requirements integrates further social
service information needs and improves the reporting process.

-

Financial Management Subsystem

The tinancial management subsystem handles all financial opera?lob:\s within SSIS. its
I

design provides an accounting system that can accorgmodate the sma ency as well as the
large complex operation. This includes the management and allocation of e penditures to the
different Federal and State funding sourtes, including titie XX, title IV-B, title IV-C, and
donated funds. The financial subsystem provides allotment and account control, generates
purchase orders and invoices, processes invoices, produces payments, and generates a full
range of financial management reports. The subsystem validates that funding is available for
purchased services specified on the service plan. The allotment and account tables are set up
to handle changes in funding and services from one fiscal year to the next and to accommo-
date midyear modifications.

The potential benefits associated with the financial manaﬁn‘ent subsystem are:

¢ Handling and maximizing muitiple funding sources.
* Providing control and fiexibility over allptments and accounts.

e Generating purchase orders and Invoice\s\ahtomatlcally tor purchased services.

/

o Establishing a complete audit trail througﬁ financial reports.

® Handling payments for purchased services, foster care, etc., through a centralized check-
writing system. :

® Generating required State and Fedéral statistical reports. .
e Producing management reports for use by fiscal officers and administrators. =
e Supporting analyses of axpenditures by service, client, program area, and other areas.

™~
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Figure 14 shows the structure of the financial subsystem and the resultant documents
produced. As indicated earlier, the purchase order may exist as a separate document from the
service plan when the order completes and becomes part of the contract with the vendor. The
issuance of the'service plan may occur atthe conclusion ofthe financial processing to confirm
the availability 6f funding for the planned purchased services. The five major processes
comprising this subsystem are described next: allotments, accounts, invoices, encumbering,
and payments. '

o

Figure 14
Financlal Management Subsystem
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Allotment Process \,}l
Aliotments are'set up before the beginning .of the fiscal year. A central fiscal point is
responsible for controlling Federal and State funds and for monitoring all allotments. Each
local agency may be responsible for'controlling locally appropriated and donated funds, and
for monitoring its specific allotments. Allotments may be established by type such as titie XX
purchase, title XX direct, AFDC-FC, WIN, State/local foster care, etc. '

The allotment structure allows a great deal of flexibili
and can adapt to additions or deletions in funding str
can be as easily handled as categorical sources such as title

ty. it handles multiple funding sources
eams for social services. Block grants
XX.

Account Process

accou nts are established before and during the tiscal year. Each agency may have respon-
siBllity for setting up its own accounts, establishing them based on fu nding source or service.
An accounfset-up,document is completed for each account being established. Restrictions
are alloyed on an Jscou ntby donor funds, subcategory, services, vendors, special needs, and
geogra&\ic areas. Computation_of Federal, State, local, State administrative, and local ad-
ministrafive shares of the account are handled automatically by the subsystem. Each account
receives a number.

Accounts are maintained by adjusting the account balances whenever one of the following
occurs:

a. Purchase order or vendor invoice is created, cancelled, or processed;
b. The transfer of funds out of an account or between accounts.

Accounts are automatically selected by the financial management subsystem at the time of

encumbering. However, an account override may be
an account number on the service plan for a purch

Purchase Order and Invoice Process

The purchase order. process is
passed an edited service

subsystem takes the setvice pian file and attempts to

each service plan. If the servica plan contains errors or su

larywill be rejected. If the service plan is acc

provided through the option of entering
ased service.

4

initiated when the financial management subsystem s
plan by the service delivery subsystem. The financial managemeht

find funding for all purchased services in
fficient funding is unavailable, the
plan back to service delivery, where the

financial management subsystem sends the service

epted, the financial management gubsystem

gns a purchase order number, selects the appropriate account based on the funding and
service codes to pay for the service, encumbers an amount to cover the first month's invoice, -
and updates the account records. In a few circumstances, the whole amount may be encum-
bered. A purchase order is generated upon acceptance of the service plan. For each order,
individual invoices are generated based on the service plan schedule by month. Copies of the
order and all invoices are forwarded to the vendors by the local weltare agency. At the end of °
each month, the vendot returns the invpice showing the units delivered by day, the total
humber of units provided, the gross billing amount, deductions for fees or benefits, and the net
billing amount. Upon receipt from the vendor, the service worker and the fiscal officer approve
the invoice for payment. Each invoice, once it has been sent back for@ntry into the system,

must pass certain edits

on the caiculations, units, and prices. After the edits, the accounts and

other files are updated.

I organization has purcha&-of-tervlce contracts for specified sums, the service plin

may afso serve as the purchase order and encumber funds allocated to a specific vendor. The

-
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. A
financial management system rejects any service plan or invoice requiring expenditures in
excess of the contracted amount uniess contract amendment and transfer of funds to the
vendor's account take place.

The use of a purchase order or invoice may be inappropriate for foster homes, given the
nature of the situation and the ongoing provision.of care, uniess the child's placement Is
disrupted. The service plan should provide the necessary placement data, and from this a
payment listing could be produced, replacing the other documents. The listing would go to the
service worker to verify accuracy and make any needed changes just prior to the production of
checks. Since the agency responsible for the child and the worker know his location, this
method is easy for handling foster home payments and Is in keeping with the home's special
status. Subsidized adoption payments for the maintenance and care of the child require
similar handling.

s
Encumbrance Process

The encumbrance process involves committing funds to accounts selected according to
predefined ruies and unencumbering funds later if funds encumbered for the invoice were not
used. Two encumbrance processes may be designed into the financial management subsys-
tem. Undér option 1, once the projected encumbrance balance for an account re Zero,
the system will automatically shut off the account. The projected encumbrance bal is the
amount of funds that would be available if every invoice within the system were encumbered at
that point in time. Under option 2, the approval of service payments from-accou nts that have
demonstrated a high unencumbrance rate may be allowed even if the projécted encumbrance
balante is negative. This allows greater utilization of available social service funds, but must
be controlied carefully to prevent late rejection of service plans and the risk of many service
appeals.

The procegs produces financial planning reports for management that display both current
levels of expenditure and projections of insutficient funds.

_ A
Payment Process

£

Once the vendor has recorded on the invoice the actual units delivered, and the agency has
approved the invoice and entered it into the financial management subsystem for payment,
and the invoice has passed the necessary edit routines, the invoice data will be input into a
voucher file. The voucher file may be run to group Invoice payments to.the same vendor. In
State-administered social service organizations, the voucher file may generate a voucher
detajling the data for each invoice for which the vendor is receiving payment and provide
required payment data for producing checks. Locally administered systems may do the same
or provide a billing list to the locality, which in turn would produce vouchers and checks.

]
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This section includes a‘kpresentatw mple of online ir}
social service systefn with online capability. The use of the irBuiries is greatly facilifated by the
system having a “menu’’ screen, which displays all inquiries and allows users access {p each
wl/t/h m[glmal data entry. . - ’

[

Case/Client Subsystem ' - .

o Case Name Inquiry: Thisis a geﬁeral search based on the case name. Further qualification
of the search and a reduced number of tries will occur with the addition of sexgrace, date of
birth, and social security number. The screen may be a listing of identifying data.

‘e Cross-Reference Inquiry: This inquiry displays all cases cross-referenced to the given case..
Output consists of identitying data for each caSe. g

¢ Case Number Inquiry: This is a specific search of the SSIS data base on the same case
number. An option code may allow ditferent assistance areas within the case record to be
displayed. Without the option, all client program akeas within the case are displayed.

¢ Client Name Inquiry: This is a general search based on the name, gex, race, birthdate, and

social security number of a client. The name may be Soundexed gnd the sex, race, birthdate,

and social security number used to further'qualify the search. The result-ofthe search may

be a screen listing of weighted matches. A client-specific screen resuits when inputting

. social security number or case number. The result of a specific search is a scre@n displaying
& Client data, case data, and supplemental data. . . .

.® Fostek Care Inquiry: This transactior retrieves and“displays?oster care data on the specified
: elient. e of data includes placements, goals, etc. -

® Adoptions Inquiry: Adoptions data are retrieved and displayed by this-trar;sa_ction. Type of
data includes adoption placement, subsidy, etc. .
® WIN Inquiry: This transaction retrieves and displays WIN data. ) y
\® Adult Protective Services Inquiry: This transaction retrieves and displays adult protective -
services data. . » .o

»

Resource Subsystem

® Query by Resource (Provider) Name: This is an online query program desighed to accegt a
name and-qualifiers and search-the resource subsystem based on ‘'sourid allki" Soundex
search for matches. Seiection may be limited by region and/or locality. ‘

* Query Sy Resogirce (Provider) Number: This is an online query programthat allows querlies
by resource number and displays information related to the given resource. The nature of
the display data is determined by the option entered. Examples are agency-appr:
processing, ice/rate information, clients using vendor, outsfanding purchase ow

® Query Category: This is an online'query'progrém designed-to aliow the user to
- querythe'sysfem by service category and retriéve all resdurces providing services in that
categbory. Selection may be limited to ralon or locality based on the service category and

S

. »
-« .
L2

. Service Delivery and.Financial Managémont Subsystems

e Service Edit Table Inquiry: This is aryﬂne inquiry program that displays the information
cofitained in the service table file. : )

& Services Poligy Table: This is an online Il:;qulry to create, update, and inquire agalst the
table. T .

L4
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# Allotment In : This is an online inquiry program that accesses and displays allotment
record infgfmation.

e Accounttnquiry: This is an online inquiry program that accesses a specific abcobnt record
and its detailed records showing balances and current account transactions.

® Purchase Order/invoice Inquiry: This is an online inquiry program that accesses purchase
order and invoice records and displays various data depending upon the request.

e Service PlanInquiry: The service plan inquiry may be used to search forclient service plans
in the system based on case number. .

The development of an online system requires careful consideration of confidentiality
requirements and security measures described ,in chapter 5. In a statewide syetem, it is
essential to identify what locations and levels of the organization have a need and right to data
that can be identified with a particular family or individual. The rights of the agency must also
be protected. While it operates under the Freedom of Information Act, the agency has the right
to know who wants what information and to release it according to its desired approach
Security measures are also needed on the agency's data, such s allotments and accounts,
precluding search expeditions based on curiosity or worse. Substantial j'&stification should
exist for any access points outside the agency.

Potential Reports - -

a

The social service information system has the capability to produce an overwhelming
number of reports for any user and the organization. it should satisfy theg information needs of
the various management levels and users ofthe system and the requirements of the legislature
and State and Federal organizations. The reports produced should be baged on a thorough
analysis of requirements, following the guidance in chapter 4, on defining and selecting
reports. This section presents a representative sample of regular reports that could be pro-
duced from the social service system, noting where online capability could replace a report.
Three major types of reports exist: workload reports, action due or exception reports, and
management and Statistical reports. Many in the last group are ad hoc repgrts

2 }

Case/Client and Service Delivery Subsystems

Workload Reports. The agency needs an alphanumeric listing of open cases and another for
closed cases to receive clients, direct them guickly to the right worker in the agency, and -
provide some initial client information to tﬁe worker This information could be onlihe

' The service worker caseload report lists the total caseload to enable planning and manage-
ment for service delivery The report should include child protective service, foster care,
adoption, aduft service, family, and other cases. Supervisors are able td use this report in
relation to their staff to facilitate monitoring progress and the assignment of new cases. Local
and State statistical summaries provide higher level managesment with some abbreviated
caseloa8y application, and case disposition data.

Action Due and Exception Reports. Action due reports provide the service worker with
information for monitoring the service plagning and delivery processes and alert him to key
action required for the case. Critical eve’™ are listed, such as advance notice of eligibility
redetermiriation due dates related to mandated deadlines, service plan ending dates, notice of
required report for the court regarding the foster care child's status, notice of required
supervisory adoption visits, etc. The report should reflect all due actions identified by the tdfal
system rather than one subsystem,The supervisors often receive a copy of the same report. A
st@i\stical summary of due and overdue items for the worker, agency, and State may follow the

>
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report. Another repért is the case assignment exceptionreport, which identifies new cases in
the agency thathave not been assigned within a reasonable time frame, reducing the possibil-
ity of |ost cases. . .

Monitoring efforts by higher levels may require special overdue listings. Many discussed in

“£hapter 9 for adoption and foster care could be included irythe social service system. Those

related to the child abuse and ctinvestigations should remain separate because of the
greater confidentiality veeds. . ¢

Management and Statistical Reports. Many possible statistical reports can be produced,
preferably on an as-requested basis. Examples are adult protective services reports and
disposition, WIN certifications, client characteristics profiles, and foster care children profiles.
The system can also produce listings of individuals who meet certain criteria forthe purposes
of pulling a sample for an evaluation or monitoring effort or of offering special services to a
client group through the agency or other organizations. This last report is invaluable for
evaluations and many special requests, even at the service worker level.

p

+These reports will be?erving multiple levels and groups: the servic'e workers, community
resource coorginators, homefinders, purchase of service staff, licensing staff, and manage-

-

P

Resource Subsystem

Workioad Reports. Resource listings aid_service workers in their selection of a resource
since it shows all resources available in the locality and, as appropriate, within and outside the
State. They also indicate which have been licensed or approved for purchase of m . The
?pe of resources included may be children’s residential facilities, agéency-approv ylcare, .

oster care, adoption, adult foster care, companion services, chore providers, other individual

providers, and other community resources. The report series will be organized alphabeticalily,
numerically, and by type of resource or service, as appropriate for the user. The repart series
wli resuit in workers’ spending less time locating resources and selecting a better match
between the client and provider of the service, leading to more effective services being
delivered to the client. The report series will aiso facilitate the selection of approved vendors "
for purchased services. Some listings could be replaced by resource index cards. The online |
system may eliminate the need for reports and cards. The listings also serve as a master list for
the person(s) responsible for updating the information, licensure, purchase appsoval, and/or
agency-approved status. Mailing labels for a specified group of resources may also be helpfuli
for such matters as the mailing of a fgaster home newsletter. *

Another workioad reportis clleﬁ;ource, which provides a listing of all clients using a
specific resource in case an eva n or other action tqbes.place in relation to a particular
resource. it also allows consuitation between a service worker considering its use and a
second worker who has already referred a client there.

Action Due Reports. Resource action due reports provide key information for licehsing,
purchase-of-service, agency-approved provider,and other personnel for their workioad. Re-
ports must bé tailored for each staff group to reflect their particutar information.requirements.
The reports will facilitate the timely upddting of information; approval of vendors; handling of
inquiries, applications, etc., related to licenses and agency approved resources; and the
handling of licenses renewal and-agency approval of resources.

Management and Statistical Reports. A statistical summary of action due reports provides
management with information on which 10 base statfing needs ang work assignments, to
study work flow, and analyze worklpad problems. Other management reports are statistical
summaries of the resources available, services offered, rates, location, and the usage of
resources b¥ specific type of resource.

.
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Flngnclal Management Subsystem

The system shouid produce basic accounting tools as wéll asfinancial cdntrol and pla\nning
reports. Standard financial reports on ac¢ounts and encumbrance funding status have been
discussed in earlier sections. .

Cash status feports indicate the actual amount spent tfrom each account and the balance
remaining. Information is also needed by the source of funds allocated to the agency, includ-

ing Federal title XX funds, State funds, local appropriated funds, and ahy donor matching-

accounts. The report should alert the agency when pledged donor amounts are not paid on a
timely basis. Accounting ledgers show funds encumbered and unencumbered for each
account held by a local department, indicating the ongoing balance of unobligated funds. The
purchase ofder analysis report indicates invoices submitted against each purchase order and
helps fisca[ officers identify outstanding invoices. Warrant registers or some certification
method for payments must aiso be produced. Financigranalysls reports pfoduced by type of
service provide agencies with timely information on where their héaviest expenditures are and
if any modification of funds allocated for particular seryices are necessary.

combinatiaons of services and populati oup. Typical requests are costs for each.service,
service and a population group, clustet of services, and a population group across the
dimension gfiqe. The population group may be the elderly or foster children or the hand-
icapped, depending on the use of thg information. Another important expenditure item is cost
by source of funding for paﬂicul%rvices.

Many regular and periodic demands‘I'si for expenditures in social serviges by various

Payoffs for the Service Staff

The social service information system affects the work activities of the service workers. The
time spentin the performance of certain finctions will be lessened. The performance of other
functions may not involve less time, but the ability ang effectiveness of the social workers in
carrying out these functions should be enhanced by the system. The benefits for the service

worker relate to both the case management and adninistrative responsibilities. Some illustra-

tive examples are described.

- >
Case Management ) . -

Reports orﬂhe total service caseload for a worker and for the agency helpin the pianning of
the overall activity needed. Actipn required reports also aid in the performance of this func-
tion. Management reports shuuld ficreass the ability to plan and control service delivery and
to evaluate the progréss made todvard megting the objectives of the service delivery. Service

delivery information shouid be usefu! in reéassessing the case and determining the continued -

need for service, "

&1: system may make the information about resources more accessible and more timely,
s itis computer generated rather than obtained through manual searches. The amount of
time spent in the selection of a resource for a client should be lessened since data are readily
avallablgon service rates, characteristics of clients accepted, etc. The evaluation of resources
should be improved by using reports showing such data as exp&nditures and clients served.

Improved and more accessible information provided by the resource profile should reduce
the waiting time for appropriate placements and facilitate the placement of hard-to-place
children.'Knowledge of specialized foster homes and community services should reduce, if
not prévent, institutionaligation of children and aduits. Such information shoyld also assist the
worker in, returning a child or adult to the community. When institutionalization Is the best

& : 141

1 10 )




« - ‘ ' ‘ ]
plan, the resosrce profile assists the worker in selbcting the best possible facility that meets
the needs of the individual child or adult. ~ ’

The supervisor has the information on service worker caseloads, actions due on cdses and
resources, and services delivered; therefore less time is needed to retrieve this type of
information for supervisory meetings. MoTe time can be spent on case consultation. The
caseload management reports also fmprove the ability of local agencies to make workloads
more equitable among service workers. »

Administrative-Responsibliities

' The system automatically ggrforms many tedious, time-consuming tasks for which local
agency workers are currently responsible. This allows workers to use their time more approp-
riately in professional activities. The simplified proc involve eligibility determination of
clients, tracking of actions due, production of purchaséBrders and invoices, and preparation
of statistical reports.

For eligibility determination, the system klay check eligibility automatically for AFDC- or
medicaid-related service clients. This avoids the process of the setvice worker contacting the
eligibility worker assigned the case or searching a ca¥d file. For other service clients, the
eligibility dates are tracked automatically rather than manually in card files. Workers are
notified in advance of due dates on redeterminations. ~.

The system also monitors required actions for individual case plans by such means as

* caseload management reports. This prevents the need for card files on required actions and
insures the client getting the service. This also applies to actions required for vendors and
agency apprbved praviders, that may appear on a separate action required report. Without the

- system support, the astiens due could easily be missed.

/

For purchased servites, the system may automatically generate purchase orders and in- -
voices, performing all needed calculations and checks. Where this is being done manualily,
this process could relieve service workers of much tedious and time-consurling work. The
system's incorporation of complex policy rules may assist the worker in carryin‘g out the

" requirements and eliminating manual checks for compliance.

The system should generate the financial and statistical reports that are cu rrently handied
manuaily. Workers still have to enfer into the system the information that ¢ aggregated to
produce the reports; however, they record the information only once, not many times on

. different forms. The computer manipulates the information to produce multiple reports.

in the Iéng run, management's use of such information for developing a more effective
service delivery process can also bring benefits to service workers. Staff and funding re-
sources could be allocated where greater needs exist. Identification of provider gaps could\
lead to the development of new resources. Other benefits exist as well. The next section
describes management’s payoffs. P

Payoffs for Management 3
- . '

Management can use the information to set organizational goals for sbcial services, to make

* the operation of the organization more efficient, etfective,and responsive, and to communi-

cate achievements to higher executive levels, the.legislature, and the public. The system also

offers benefits in terms:of supporting certain operational work and savings. .

A useful data base exists to query for carrying out various management functions and to
respond to external demands for information. It allci e tracking of expenditures, services

&
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delivered, and resources availab@nmor social service programs and the aggregation
and analysis of case and client data .

An improved intra- and interagency planning process should result since the sygtem can
supply data on the types of services provided to types of clients and the associmd costs.
Betterdentification of the needs and characterjstics of the clients cdn also come fror uniform
collection of client data.

The system informatian also facilitat uation of all services provided to clients, td
eliminate duplicative, ineffective, or obsplete services, to expand services with the greatest
benefit, and to develop services to fulfill uhmet needs. The system permits the study of the cost
effectiverress of a service on a local, regional, and statewide basis, associating actual costs
with actual clients served The system data'may be used to establish and monito? measurable
program goafs. With this combined knowledge, the organization can more effectively set
prionities and allocate resources to service progra;

The most advantageous and correct use of funds-s-also realized from the system. The
financial management subsystem not only manages all the social services finances but also
controls multiple funds consistent with the social service priorities The system also supports
the needs of auditors by providing a mechanism for internal control that may not have existed
in the past ’

L]

The system can.also offer savings for the organiagtion System checks on services should
eliminate or drastically reduce services inappropriately provided or purchased The system
should aiso prevent duplicate payments and insure the correct calculation of charges
Through an increased ability to monitor and evaluate program effectiveness and promote

- children’s return home or adoption placement, the organization may realize a savings in

dollars spent per client on maintenance and care for children Another source of savings is
freeing staft from the manual maintenance of actounts or manual data aggregation for
statistical and financial reports Improved monitoring of adult and children's programs can
insure that the most appropriate services are delivered for supporting community-based care
and preventing (re)institutionahization, thereby keeping down service costs and more ef-
fectively maeyng people’s needs .

»
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XL Beyond the Im'pleHentati‘on of

] ]
Systems—Using the Information
2

A

Organizatlonsspgnd substantial sums of money developing information systems, butdo not
take the initiative to put it to maximum use at any organizational level and derive the full
benefits This is the situation from service worker to executive An assumption among man-
agement and system planners is that utilization will automatically take place with the installa-
tion of the information system and the availability of reports and other system products

Experience has shown otherwise and. unfortunately, realization of the system’s projected
benefits are predicated on its use

This chapter discusses the primary factors associated with the low utilization of social
service systems and highlights etfective strategies for increasing the use of the system The
process of transforming raw’ data into management information is also recognized as an
important support for us«g the information The last section looks toward the future uses of
the system for management .- ’

Reasons for Low Utilization

Low utilization of system products has many different and interrelated causes (1) organiza-
tional resistance to the new system, (2) lack of awareness of what information is available and
how to obtain and use 1t, (3) problems with the data, (4) slow availability of the information, (5)
lack of support from data processing statf, (6) limitations of the computer equipment, (7) poor
system design, (8) gaps between the information and implications for action, and (9) informa-
tion as only one factor in decisionmaking

Organizational resistance has already been discussed in chapter 7, Acceptance of a Social
Service Information System, but some aspects are germane to the utilization of a system and
deserve special attention here. Social service statf have had little data in their hands to use in
working with caseloads, supervising staff, and making judgments about the administrafion -
and effectiveness of programs, and they do not know what to do with the data when they are
received Some statf may balk at using the information and express opposition, but inditfer-
ence is the predominant response from administrators and statf Staff are accustomed to
making decisions without information and find it easier to proceed in the same subjective
management terms rather than give time and effort to incorporating the new information into
operational practice

To acquire the ability to rpakelffective use of information often requires changes and the
organization's time. etfort, and even money to develop a new data analysis capability among
staff. Management may not realize the requirements for this-or may be unwilling to expend
additional resources for insuring the system's use when, seemingly, it should occur naturally
On the other hand, statt may resist or have ditficulty in learning new analysis skills and
integrating them into work

A slightly gitferent aspect relates to management's and staft's expéctations of the system
Supervisors and service workers may believe that the system cannot offer them any new
insights or useful information because they know everything already In very small agencies
this may be true Some admlnistr€1on and program managers may have unrealistically high

i
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expectations of what the system can do that borders on magic. When the system fails to -
provide expected information and resuits, disillusionment may set in and produce a counter-
reaction that casts the system as useless and causes littie or no utilization.

Organizationa! resistance may occur for other reasons. Statf who teliver services may
believe that information diverts the organization's focus from advocating for and helping
people to cold management of the organization and programs by numbers. Administrators’
and program managers may believe that numbers are much less satisfactory than anecdo
to express human needs and achievements sympathetically and to win the support of leg
lators and budgetmakers. Other professional resistance may occur from those fearful that the
information may prove embarrassing and lead to legisiative or executive requirements for
unwanted change. Each concern is different and may be well founded, depending on the
organization and external environment. ~

ofwhat informgtion the system can offer and how to obtain it. This factor may be a symptom of
+  organizational resistance to the system or merely a lack of communication on available system

information. The organization may aiso lack clear and easy methods to obtain information and

assistance on using it. ¢ ,

. Problems with the quality of the data and the presentaffon of the information create
reluctance to use the system. Data quality has already been discussed in terms of accuracy and
completeness. Other desirable charactetistics needed in varying degrees are objectivity,
sensitivity, comparability, and conciseness. Another attribute essential for its use is relevance
for the purpose requested, combined with a readable presentation of the information Some
systems focus on providing information to top management and pthers to service workers,
making the information irrelevant for the other group. Many systems do not provide manage-
ment with the information necessary to make decisions and frequently produce overwhelming
reports with an abundance of irrelevant information. Managers and staff cannot absorb the
information provided, lack the time to separate the relevant from the irrelevant, and end up not
using the system reports. .

Another re:?n for low utilization of a system is management's and staff's lack of knowledde
a

The availability of the information atfects use and ig a major issue for management. While
operational staff generally receive reports produced automatically because their information
needs are predefined and regular, management's needs cannot be an}impated and vary
according to changing situations and demands. informatiop needed imrpediately for cotsid-
eration in making a decision, planning the budget, undertaking a publit education program,
etc., has no relevance if it comes after the need has passed. A pattern of slow responses to
needs and late réports contribute to underutilization of the system.

The lack of support from data processing staff can atfect the availability and the timeliness
of information and be the underlying cause for management's low utilization of the system
Two types of support are needed:. resources to do the job and a positive attitude among

~ technical staff toward accommodating ad hoc requests Sufficient resources may not be
available to handle requests, retrieve information, and cover the additional data processing
costs. Planning for these resources and then allocating available time and money to informa- -
tion requests may not occur. . )

The other required support is data processing's recognition of the value of special requests
Otften data processing staff believe all information requirements can conveniently fit into
regularly scheduled reports, and technical staff discount ad hoc requests and only reluctantly
respond. If funds ard tight, this gives automatic justifigation for disregarding them A poor
attitude exacerbates tha difficulties of ad hoc reporting because technical staff may hasten to
finish them so quickly that the report may have serious design errors that make the report
invalid and frustrate users. Difticulties with support can cause the demand for information to
dwindle. :

The computer equipment nfa)g limit the responsiveness of the Qstem When itis operating at
full capacity, the computer may.have difficulty in accommodating information demands
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outside Operational needs Inthese instances. only increasing the data processing capabilities
or locating alternative data processing resoyrces can aiter the situation.

Poor system planning increases the chances of ineffectual utilization of the systerp. It is
often an undertying cause forthe system failing to respond to needs and producing data thats
often not relevant or that is not presented in a way helpful for makingidecisions or for other

* uses. Planning may also not have taken into account the need for organization and

equipment to accommodate the full set of information requirements. in addition, noninvolve-
ment of users in the process may have reduced their readiness and understanding of the
change, inefeasing resistance ' 7/

The last two possible causes for low utilization relate to the limitations of the information for
action and decisionmaking The information provided by the system often does nof offer a
clear path foracton The value of particular data and their significance is not always obvious.
The system data may point foward areas of weakness or areas of str gth. However, the
information may only provide potential, not actual, indicators, and unde standing their mean-
ing may require study and analysis before action can be taken

Intformation 18 aiso only one fa&q In management's decisionmaking Management draws
on the system in reaching decision® but many other factors come into play, such as experi-
ence, intuition. political wisdom, cost, and value base What the information eliminates is the
“plain guessing’ factor. not the others -

Understanding these reasons for low utilization of the mforma/tiorrsystem can help plan the
strategies for the system's’etfective use. which is the subject™f the next section

Strategies for Effective Utilizatjon

Much planning and work are necessary to make the System's information available, useful,
and utilized when needed by all levels of management. Understanding the traditional catses
for poor utilization of sociai service systems gives clues for the development of successful
approaches fqr turning around this situstion Organizations with operating systems have
found the following strategies to be effective .

e Training,

® User advocate for supporting utifization, 5 )
System's incorporation #nto the organizational mainstream,
Capability for providing timely information. and

EHective data presentation .

Training

Y A
Training 18 necessary to encourage and improve the use of data and reports available from
social service information systems Different levels of statt and management should receive
training focused on their sphere of responsibilities. While the service workers' needs center
around the use of standard report8 for service defivery. other levels of management need
assistance In using both reguiar reports and an open-ended data bank.

Training for the service workers is straightforward, emphasizing the regular reports. On the
other hand, the various management groups require a number of topics, depending on the
level involved The subjects may include the uses of existing data, intent of new reports, uses
of the new data bank, various formats of the data. and analysis and interpretation of the data.
Service staft frequently need an introduction to data utilization concepts, including how to
read and interpret different types of statistical reports—tor example. frequencies and
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and how to calculate percentages and present data on graphs. Training on the
utilization of the system may facilitete a mutually beneficial expioration of how different statf in
similar positions make use of a system. They-can share and learn how others use and present
the information in relation to such areas as budgets, planning, board presentations, and
community awareness efforts. Service workers and supervisors may share their different uses
for managing caseloads or supervising service staff. Organizations must experiment with
training to determine the best methods of teaching utilizatian of information systems.

The State of Virginia offered a seminar to key local’agency administrative statf on the
management use of informatiort from foster care and child protective services systems.
Besides receiving a presen on data utilization concepts, administrators were given
“hands on'’ expérience in ng with reports on their locality and*region and deveioping
structured program information books on sach child weifare area. The seminar participants
transterred the locality and region informatih to charts, graphs, etc., and identified surprising
findings for their geographic area. Then they discussed vartances among similarlocalities, the
localities’ relative standing in the region and State, and the significance of these differences.
Some administrators un red that their agency actually made heavy use of lower ranking
foster care goals rathey than higher ranking goals, #s they had thought. Discrepancies
surfaced between wh reported on the system and what administrators and supervisors
knew to be the on. By the conclusion @f the seminar, participants had a working
familiarity with management reports in both systems, awareness of how to obtain additional
information, basic understanding of statistics and data utitization, and program books of
foster care and child protective seryices that could be shared immediately with the board and
community groups. Appendix C has a blank foster care program book. The year following
showed a substantial increase in the number of speciai requests for information, and along
with management's greater utilization, an improvement in data quality.

A user guide on management reports is heipful as an ongoing reference for using the
system. The State of New “York has deveioped a guide for managers on foster care and
adoption reports. “ .

User Advocatesn Utllization

The user advocate can promote use of the system by consulting, defining information
needs, retrieving data, and assisting in its use. The usgr advocate becomes a utilization agent
who works with key staff on interpreting information s and making available data that fit
conditions of the idcal opération/user environment. The sighificance of data is not always
clear, and it is important for someone to analyze data and recommend action. The utilization
role is new. Much must be done to develop roles, define relationships among nfanagement
and staff at all ievels, and set reasonable expectations

The expertise of the user advocate lies in understanding fully the system data and their
characteristics and significance and knowing the data immediately available. They are experts
at giving management information and at saving others time. Jop managers may often express
a need for information, but they rhay not have time to think through the specific requirements
and |ater to analyze and judge the significance of the data. This fails to the user advocate, with
support from other appropriate users. At thé beginning and learning stage of the system, other
maneagers may aiso require extensive assistance in defining information needed to make &
decision or to take action. As managers increase their usage of the system and acquire greater
familiarity with available information, their dependency on the user advocate decreases.

System’s incorporation Into the Organizational Mainsfream

The most effective utilization strategy is getting the information into the organizational
mainstream so that statf benefiting from the system use the information as part of their normal
responsibilities. Social service organizations are just beginning to integrate information into

& :
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‘ the mainstream. Several approaches exist to build and extend utilization gradually. The most
basic step is following up with the potential users ident¥ied during the planning phase,
édetermlning.the use of the selected information, and providing technical assistance if neces-

sary. &

Itis important to assess if relevant information is getting to the appropriate users for making
administrative and program decisions. Top management may have questions about what the
programs did and the achievement of results. Other managers need data on the relative
effectiveness of ditferent service delivery strategies and intensity of services.

The integration of the system's information into the organization may rest with the program
managers Top managementmay rely on middle management's active use of the system rather
than their own. In any case, the information system can facilitate earlier decisions, more
analysis of some situations, and consideration of several courses of action on problems or .
opportunities. :

Scheduling reports to interface with the planning and budget’c‘;Ie is another step toward
integrating information into the organization The information can also be an important
source for planning units concerned with program development and even budget develop-
ment Feeding data into the ongoing planning function provides leverage Recognition of
information’s value comes from proving i1ts worth in action

All levels of management can promote the system’s integration into the organization's
activities not only by their own use of the system but also by setting expectations for- staff.
Measuring staff cooperation through, for example, performance evaluation ratings might -
encourage use. .

Capability for the Provision of Timely information

Management's requests for information are not easily structured into a routine. The re-
quirements are created on a demand basis— sometimes as an issue unexpectedly
explodes—and the content, format, and usage vary according to the tircumstances For the
information system to be useful, it must be capable of providing relevantinformation on time,
even at a moment's notice, for a decision or action. Information available after the need is not
very useful The capability to retrieve information quickly is not easy to establish because it
often goes unnoticed as a need. Some specific methods for insuring timely responses to
information requests are dedicating staff resources to retrieve ''on demand'’ information,
using of user-oriented software packages to retrieve information and perform statistical
analyses, and having procedures to obtain the information and a library of key statistical
reports to reference i

The user advocate's role has already been discussed. He can play acritical rolein aiding the
selection of data needed, retrieving the data, and analyzing it. The same staff may train users in
methods for requesting and analyzing information to build greater independence and system
use among all staff

-y

The user advocate must handle the retrieval of information through a special grogram that
pulls data oft the system or from the reports referen¢e library The data processing statf may
handle the special request, but, as discussed, it is preferable for the’user advocate to retrieve
the information, with user-oriented software packages, within the technical framework estab-
lished by data processing. Statistical Package for the Social Sciences and many different
report writers offer relatively simple and nontechnical methods for performing statistical
procedures and obtaining information and statistical results, often within a day

The establishment of formal procedures makes known and insures the organization's
capability to provide information as needed. A report order form encourages users to make
more frequent requests for information, and staff must be ready\to respond
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The development of a report or management information refergnce library i§ becoming
increasingly important. The reference library allows faster response because the infprrﬁation
is already available and needs only to be pulled from existing reports. Libraries are an effective
approach to keep down data processing costs and provide a historical data base. The major
costs for libraries are the space and special flling cabinets required to organize and store the
reports. Space requirements can be reduced by use of microfiche as the medium for reports.
The State of Texas has taken this approach. .

Effective Data Presentation

The information provided by the system should be tailored to the needs of the user and
relevant to what he requires at that time. The report should be immediately. understandable
and its significance recognizable. The method or format of the data presentation atfects its
readability. The report should be as brief as possible. Lengthy reports often conceal rather
than-reveal information. Importantfacts should not be camouflaged by inclusion of other, less
relevant data. On the other hand, the report should contain sufficient information so that the
user feels that he has enough information for the intended use.

The information also should be timely, trustworthy, and sufficiently current for the planned
purpose. Timeliness has already been discussed. Trustworthiness means that data are suffi-
ciently accurate for management to have confidence in them. How up to date the information
must be depends on its use. Sometimes, for the information to be useful, a transformation
process is necessary. This is discussed in the next section and may also be regarded as
another strategy for effective utilization.

Transformation of Data to Management
Information ‘

Information systems easlly produce quantities of data and countless reports. Data as
presented in their ‘'raw” state on computer printouts are often not in a satisfactory form. in
addition, information on two or three reports may have greater impact and clarity if brought
together. Several methods of data presentation also make the data easy to understand: text,

tables, graphs, trends, and percents. These are the processés for transforming data into

management information and are discussed below.
v

Narrative and Numeric Presentation

The narrative form is usually desirable when Yhe data are simple. When there is a.large
amount of complex data, the numeric form is preferable and is usually in the form of a table.

Charts and Graphs ' ;

Charts and graphs are an extremely useful and flexible means of presenting statistical data.
The presentation of large amounts of quantitative data can be made simple and clear. Charts
and graphs may also facilitate comparison of values and the identification of trends and
relationships. Well-designed charts and graphs serve the following purposes:

e create interest in the information, :

® provide effective visual communication of the information that may be superior to words,
numbers, or tabular forms of presentation, .

® enhance the comprehension and retention of data relationships, <
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® bring out hidden facts and relationships, and
e stimulate and aid analytical thinking and interpretation of the data (Schmid and Schmid,
1979, p.1). ‘ :

They can also save time because the meaning of masses of quantitative data can be presenied
so that it can be visualized and understood at a glance.

Figure 15providesa comparison of thevalueofa graph as opposed to a tabular presentation
ofdata. [Note: The Virginia Department of Welfare furnished the data from their Child Protec-
tive Services information System. The Utah Department of Social Services prepared the
graphson equipment acquired as part of a systems development demonstration grantfocused
on data utilization tools, financed by the Department of Health and Human Services.] Im-
mediately apparent in the graph are three trends in the reporting of abuse and neglect thatare
not obvious in the columns of figures. '
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Figure 15 .

Comparison Between the Tabular and Graph
Formats: Child Abuse and Neglect Reporting
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. Three basic types of graphs and charts are frequently-used. These are pie charts, line
graphs; and bar graphs. Pie charts enable etfective visual comparison of data that are expres-
sed in p'ercé’ntages. They give a quick visual dtspldy of the largest and smallest divMions. Line
graphs (see figure 16) ar® best in representing and comparing data over a period of time
{Virginia Departrent of Welfare; Utah Department of Social Services). In some cases it may be
advantageous to show more than one piece-of data on a chart to reveal a relationship not as
obvious if the data were on separate graphs. [Note: For example, the number of child abuse
and neglect reports may be displayed not only according to age but also according to sex. By

- doing this, a transition may become apparent at age 11-12 from more malés being reported
than females. Thi&would not be as observable it three separdte graphs were used. ] Bar graphs
are useful in comparing similardata from the sanfe time period. They are creafed in the manner
of alinegraph exceptthat each bar stands aloné and i1s not connected byalineto the next. Bar
graphs may be drawn vertically or horizontally, and’more than one piece of data may be
included on one graph. Bar graphsare also most beneficial when numerous variables are
present, such as the source of a child maltreatment report It may befdesirable to show these
for informational purposes, but it is undesirable to list them in a written discourse because of
length : ' .
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Figure 16 ’

Example of a Line Graph, Muitiple Years
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Graphic techniques are powerful and effective, but a cautionary note is necessary. They
should notbe a complete substitute for tabular and narrative forms of presentation. Staff must

also recognize their limitations as well as advantages and learn when to use gmphic methods
and what form to select for different situations (Schmid and Schl‘?gd 1979, p.1-11),

L4

Trends ' .

A trend is the general movement in the coure of time (days, monthéyaars) of a statiatically
detectable change. Trends hold considerable interest for management. They may confirm or
reject predictions of change upon which management has based critical budgeting and
planning decisions; they also may provide a bagis for future planning. Thpir presentation may
be in the form of narratrve numerals, orchartsandgraphs.Figure16:gives anexampleoftrends
displayed by the line overbars representing the movement of abuse and neglect reporting over
a 5-year period. .

Percents Versus Numbers '

-

Sometimes when presenting data it is useful to present both numbers and percents. Other
~times it is desirable, for space or ease of reading, to use one but not the other. When one
popuiation of data is ‘being presented, it is acceptable to use numbers only. An example is
* showing the program goals for children in foster care. When comparing populations of data, it
is not acceptable to use numbers only, but it is acc ble to use percents only. Often jt is
necessary to do more than look at the face value of nufmbers and percents. For example, for
judging which of several districts was most successful in freeing children for adoption, the
number and percent of childrenfreed,are not sufficient; itis also necessary to ]ook atthe total
foster care population m each area.

Interpretation of Data

-

There are variety of ways to interpret data: by themselves or in comparison with similardata;
similar localities, regions, or States; the Nation; norms or standards; or census and other data.
All forms of data presentation, such as charts, graphs, trends, and percentages may aid in the
interpretation of the data.

Trends in Utilization

cial service information systems bring an information explosion gnd an unparalleted
pogunity to manage information efficiently. Beyond the utilization strategies already de-
scribed severgl efforts are underway. to chart new approadhes for using information:
Use of graphics equrpment
e Development of performance lndrcatsrs
e Establishment of data banks for management, and
e Generation of a microsimulation or forecasting model.

GraphlcQEqulpment , ' .

Computer technology now oﬁers graphics equipment to develop charts and graphs The
-equipment can produce complex graphs in a matter of minutes and plot them in various colors
and sizes. Figures 1 and 2 are both products of this equipmeat. As & result ota Federal grant,
the State of Utah obtained and made extensive use of this equipment for social services and
other human service programs. Staff have found them sucgessful in budget a’nd other presen-
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tations to the legistature and Governor; they also found them helphy for quickly pinpointing
areas where the rate of spending for programs was too fast orslow. Graphics equipmentholds
much promise for greater and improved utilization of systems.

& ¥

Performance Indicators

As social service information systems becbme operational, more sophistication is possible
in developing, analyzing, and comparing performance indicators in the management of
service programs. Indicators may relate to processes such as the number of applications,
services delivered, and funds expended, or to outcome measures such as the'number of foster
care children returned home. States are beginning to use systems to monito key processes
and to formulate and evaluate organizational goals. . \

Key information from two, three or more systems can be combined to be more revealing of
operational performance and effectiveness than any one system could indicate. information
covering all social service programs and all agency programs has a greater impact than
separate, unconnected pieces of information. -The States of Texas and Utah have moved
toward developing regular reports for the executive manager on total agency operations,
drawingin information from many systems and from the budget. More efforts and refinements

-1n this direction are anticipated Eventually it may allow for more expanded comparisons
among States -

*

Data Banks for Management <
Y

The next step may be the establishment of data banks for managem;muld contain

performance indicators and.aggregated statistics, useful historical data, and trends on the

chient population and service delivery. Managers can perform “'what i’ anatyses and various

data manipulations for decisionmaking on the management-oriented data base. As questions

arise, managers can consuit the ‘'management system’ and have an answer in seconds. ]

Existing online systems provide immediate access to data, but they are focused on indi-
vidual events, not aggregated and historical information Even further 1n the future I1s mi-
crosimulation and forecasti?g. - :

Microsimulation and Forecasting 4

Inthedistant future, microsimulation andTorecasting may be used with information systems.
Simulation is the development of a model that can be used to predict the future state of the
system.

Vista Research received funding from the Department of Health and Human Services to
develgp and pilot test a model. Some of the policy questions the model will address are the
effect of changes on eligibility, demographic trends, funding levels on clients and providers,
or the introduction of new prbgrams or regulations (Caldwell, Hospodar,and Russell, 1980)
Utah has served as a pilot test. Eventualy this work may lead to a model that can provide
quantitative estimates on future demand for social services and on caseload and expenditures
under alternative programmatic and economic assumptions

In conclusion, the benefits from the social service information systemare obtained through
active and creative use of its information It is necessary to avoid or overcome the problems -
associated with utilization and to plan and implement effective strategies that support and
improve usage. New efforts in using systems—graphics equipment, management indicators,

' management data base, and forecasting—may eventually bring even greater benefits to social
service programs
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Glossary .. -

~

Acceptance criteria—The standards used for approving the new system as operating satisfac-
gtorily. o . .
Access—Refers to using or obtaining the data in the- system.

Audit trall—A record of the origin and flow of computer actions processed through the system,
used primarily for financial data. ,

Avallablitty—The extent to which a computer or system is reidy when needed to perform
desired procedures. - )

Back up—The provisiog of alternate computer facilities in case of failure or a copy of data for
reference in case the ofiginal data is lost or destroyed.

Batch processing—A method by which a number of similar data or transactions are grouped
for processing during a single continuous run on the computer.

Batch update—The pyotessing of the most current data using-the batch_ method.
Bug—A program error or defect. '

Centralized data processing—Data processing performed at asingle, central location on data
provided from more than one physical location.

Coding—The writing of instructions thatdirect the computer to perform specified procedures.
Thig is part of programming. L .

Computer—The equipment-capable of receiving data, performing specifi'ed prdcedures. and
supplying the results of data collection and manipulation.

Compyter time—The extent Yo which the computer is available.
Conceptual.system definition—A general statement on a system made during the initial

' ‘planning that includes the purpose, broad description, and interrelationships with existing or

future systems. 7 . 5
Confidentiality—The organization’s administrative handling of, and its polii:ies and rules for,
disclosure of personal information. ‘ “

Converslon—The process of.changiqg from one system (manual or data processing) to
another system.

Data—A general term for the figurgs, words, etc., processed or produced by the computer. It
also implies raw data in contrast to information, which is refined data directed toward a use.

Data base—The nonredundant collectiort of data structured into an ordered and planned
relationship to meet the information needs of muitiple users and levels of management.

Data base management system—A system that establishes the rules for constructing the
data base. . ’

. ' .
Data control—The process insuring thé proper and correct flow of data into and from the
poter. ‘

dictionary—A listing and descri;;tion of all data elements in one or more systems.
Data element—The smallest unit of data
Data entry—The process for giving the computer data.
cl’hu processing—A genéral term referring to computers andltpeir programmed action upon '5
ata

r
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Data processing center—The computer-equipped, central location where the data is proces-

sed and possibly converted to desired forms such as reports.
Data processing equipment—See ‘‘hardware.” ’
Data retrleval—The obtaining of data.

Decentralized data processing—Data processirfg performed in many physical locations
rather than at a single, central site. 1 '

Design freeze—A hold on changes and additions to a system, usually during the system
development phase. ¢ -

Detalled design—The specific and detailed planning of the system that includes system
specifications. it follows the general design and precedes the sgstem development phase.

Documentation—The development of material describing the system, its proper use, and data
processing staff's maintenance of it.

Downtjme—Tbe period of time that the computer is nl?t functional or operating correctly

Edit criterla—The system’s check on specified data elements for accuracy, completeness, and
consistency in terms of conditions defined in the computer.

Error messages—The computer's identification of incorrect #ata and situations within the
systemn’that require correction .

Evaluation—The last phase in4he planning and implementation of a system that involves
judging the efficiency and effectiveness of the system for the user and data processing

Form—The method of collecting-and entering data usually referred to as an input (something
entered into the computer).

General design—An early®phase in planning a system that specifies what the system will doin
general terms. . .

Hardware—The physical computer equipment

Host computer—The primary or controlling computer that provides such éervnces as canpu-
tation and access to the data base

Information—Data arranged and displayed so that it has meaning and is useful
Information requirements—Management's and other users’ data needs

Input—The data to be entered into the computer and the associated data collection tools
Inquiry—A request for information from the system. -

Inquiry screen—A snapshot of existing information in organized predefined format that can
be displayed on'the computer terminal.

Installation—The phase of déveloping a system that involves its implementation into the real
environment. ’

Management Information system (MIS)—A computer system designed to furnish manage-
ment with data for decisionmaking.

Microfiche—A regulartrans?parency product (output) of the computer approximately 4 inches
by € inches that reduces data presentation significantly from standard computer reports.

Minicomputer—A small computer often used for specific applications, costing much less than
large computers and becoming increasingly versatile

Needs assessment—The first phase in detining the requirements and pu rposes of a system

Online—The capability of communicating directly with the éomputer system for data entry,
inquiry, and printing ! . ’
Operating manual—The instructions for Funni'ng the system on the computer.

o N
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Oporatlon—The running of the system.
Output—The reports, documents, microfiche, and screens produced by the computers

Password—A security requirement in the form of a unique word that must be supplied to the
computer for accessing the system:-

Phases—The major'stepsin developing a system neéds assessment, requirements analysis,
general design, detailed design, system deveIOpment Installation, system maintenance, op-
eration, and evaluation. ~

Pllot test—The testing of the adequacy of the new system i a real environment at a trial site
Printer—Computer equipment that prints paper outputs from the system
Printout—Computer-produced paper report.

Privacy—The individual’s right to control the use of facts about his (her) life and his (her)
willingness to share data concerning himséeif (herself)

Progam—A series of instructions for directing the computer to perform desired operation(s)
to achieve a certain result -

Program specifications—The design of a program that is used to write it

Program test—The running of the program against test data to judge the adequacy of the
program

Programmers—Data processing statt who design. write, test. and maintain the programs
Programmlnq——Prepanng mstructuons for the computer to usen performmg desued opera-

: ton(s)

Projectgganagement—Theleadership and direction provided for planning and iImplementing
a system

Quality assuranée—The action necessary to insure that the system and Its parts will perform
satisfactorily in operation

Record—A coliection of data elements handled as a unit

Recovery procedura—Method for obtaining lost data See ''back up "
Remote site—Physical location with terminals distant from the computer
Report—A computer-produced product, an output, d|$play|ng’key system data usually on
paper

1

Report writer—A program external to the system that can format and process data and
generate reports Many different ones exsst, varying in complexity and performance ’

Requirements analysis—An early phase of planning the system that sets forth its initial
purpose and definition, leading to the generai and detail design phases

Response time—The amount of ime elapsed from the request of an inquiry or entry of data at
a terminal to the receipt of data or its processing

Screens—The display of data for input and output on a terminal

Security—Specific procedural and technical means to provide the desired degree of confi-
dentiality

Shaking down—identifying and resolving errors aad other problems in the system through
testing -

Software—The programs used to extend the capabilities of computers
Subsystems—Major parts of the system

System—An organized grouping of procedures and programs that i1s considered af an or-
ganized whote to accomplish specific objectives

t
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System acceptance—The formal approval by users and data processing staff that the system
operates as planned and in a satisfactory manner. )

System changes—Desired revisions to the system as planned.

System development—(1) The total process of planning and implementing a system covering
all phases or (2) following the getailed design, the building of the information system through
programming and testing, and organizing for the installation.

System ma’lm.naneo—Service to the system'b insure smooth operation and to accomma-
date needed changes. ) ’

System specifications—The combining of user requirements and needs to formulate prog-
ram design and computer file structures in an orderly flow

Systems analyst—The data processing person defining system needs, designing the system,
and overseeing its development and installation.

Systems test—The running of the total system against-test data to judge its adequacy before
tnstallation in a pilot site.

Telecommunications ines—Telephone communication lines especially equipped used to
transmit data frofn one point to another :

Tormlnaf‘—Computer equipment that consists of a keyboard and possibly a display
mechanism connected to the computer system for input and output it varies in tapability

Test date—Simulated input used for various levels of testing the system
Testing—Sée "'‘program testing,” ‘'systems testing.” and ''pilot test.” Consists of all three
‘Transactions—A spezific type of action such as entering, updatirg, or closing.a case.

Transter—The use of an operating system in the development of a new one, from adopting the
concepts and techniques to technically duplicating the system in a new site N

Turmaround documents—Forms produced by the computer after the entry of data for the
purpose of tacilitating future data entry_ . . ;

User—Anyone who needs the services and data of the information system .

User advocate—The mobility of Involvement, liaison with data processing staff, user spokes-
person and troubleshooter, systems consultant, and director of user efforts.

User groupe—Formal long-term or short-term groups organized to provide input to the
development of the system. ,

User involvement—Participation of users in the phases of system development

User's guide—Document that instructs the user on how to provide or obtain data, use reports,
‘and resolve problems.
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Figure 1. Guide to Describing a Report

. Title. Specity the name of the report as you wish the computer to print it.
. Description. -Statement of what is on the report.

. Purpose. Very detailed, precise statements on how the report will be used. If the purpose
varies by user, identity each purpose by user.

. User. Identify each user; this should clearty correspond to the purpose(s).

. Coples Required. Specify the number of copies to be produced for whom, the sharing of
copies, alternative medium. :

. Schedule/Frequency. Specify how often the report should be produced. It could be as
needed, quarterly and/or annually, etc. This directly relates to purpose. '

- Format and Sequence. Identity instructions such as begin recording information on new
worker, agency, and/or region on a new sheet of paper. Th sequence refers to the outline

Structure of the information; that is, how the information should be organized by agency,*
worker, case number and/or case name alphabetically. How the information is presented -
shouid be related directly to its use— how is information looked up, who uses it, etc. Several
levels of sequence may be identified with each sequence. .

Detalls. Specify any particular features of the report sukth as:
— particular client group being presented. Detail on how the group can be
identified by the computer,
— unique processing features of the report,
- other pertinent information,
- aggregate totals, etc.,
~ the obsolete date. -

Data Elements. List the data elements in the order of their presentation o{w the report.
Repeat those listed under sequence (e.g., age — calculate from birthdate). Remember
asterisks may be used and they count as elements; give their report definition. ‘

10. Priority. Evaluate the critical nature of the report and its rank compared to other requested
“eports. Identity the consequences of not having the report. 3,

11. Design a Sample'Report. On a separate sheet put the title, arrange all information into .the
desired format and sequence, using the requested title A sample report gives a visual picture

of requested report.
L4
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Figure 2. Suggested Format for Specifying Standards or
Rules To Be Monitored by the Computer

" .Rule Title ‘
Definition ~

Purpose

Describe the reason for the rule, cite policy or other base for requiring the monito}ing of the
rule.
N

Specific Application
Describe its use for any of the following applicable uses:

1. &dit Criteria (i.ey, basis for rejection of information entered into the

system). Identify the following:

a. What form(s) would thisbe related to?

b. Would this information lead to rejection of the total
form or only the wrong information?

2. Advance Warning. Inform local workers that action is due and/or that client
situation is changed which could impact service planning or delivery.

3. Exception. Inform welfare management of overdue actions. Specify at what
point local directors, regional staff,and central office should be informed. It
may be different for each level.

4. Funding Control. Identify any rules that determine source, percentage
amount of funds and total dollar restrictions.

5. Other.

Method for Monitoring '

Identify what information the computer will use and what calculations it will perform in order to
monitor the rule.
Response Time

Specify what turnaround time is required in order to monitor the rule. Identify in terms of hours-
or days. State if a terminal is needed (and where) in order to monitor it. .
Benefits/Penaities

Identify any benefits and/or cost savings associated with monitoring this rule. Also identify any
potential penalties that could be incurred if rule were 1ot monitored. .
Consequences of Noncompliance

Identify what management will do if noncompliance occurs. Specity at what point do different
. managers take action.

~

. Presentatiori of Monitoring Information
identity on what reports the information would be presented. b

Responsibile Person for Rule
Person and/or section which sets requirements as specified in purpose. .

-




_Figure 3. Data Dictionary Outiine .

. Data Element Name/f
. Element Deécription:,

. Element Purpose:

‘4. Source D9cument:

. Reporting Responggility:

. Values:

. Edit Criteria:

. Data Relationships:

., Volatility:

10. History Requirements:

\

Identify the data element name.
Stajement of what the data element-represents,

Very detailed, precise statement as to how the
data element will be used. if multiple uses, list
each purpose. Identify each user of the data
element. ‘ y

Source document(s) from.which data is directly
entered and from which data element is updated.

_ldentify user(s) responsible for initial entry and

fgr updating the data element.

Specify coded representation of data element
values.

Specify single field and cross field edits to be
conducted on the data element.

Specify any other data elemepts that are
affetted by the entry or update of this data .
element. The data element(s) and nature of the
relationship should be specified. -

Specify how frequently this data element will be"
updated, based on the nature of the data
element.

Number of occurrences. Length of time to retain.
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' - Figure 1. Comparison of Possible Testing
Plans for a Small and Complex System .
N \ < .
1 ) .
. ¢ Small System ) / Compiex
Selection Method ® looSe | e ngorous
- Number - ® cluster of agencies, unit with ® 2+4 agencies
. ! anagenty
) .. Priot Charactenstics I e representative muxture of users o small site initially, larger later

- %

® some participation in the
design

o officient, wou-managed\\
agencies N4
® experienced staff

- >
. o resources avdilable for testing
. . ® board/administrator/staff
, ’ « ; i support for pﬂgﬁng
, . Timing of Testing in Sites o all at the same time o one site at a time, proceeding
o . to the second, etc
~1 Introduction of the System o total system o only subsystéms o
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“® Confidentiality and the system's secufity measures

_ e How to complete

Figure 2. A Sample Training Outline for the
Supervisor and Service Worker

General Introduction .
o Bnief background on the trainers and trainees

¢ Objectives of training

e Agenda

General introduction to Computers

 Short introductory film on computer processing

® Discussion about how computers affect ali of us paY checks, banking, bills)
 Bnef discussion of computer technoiogy

® Basic computer concepts and terms

Introduction to the New System

® Brief definiton of the system

® Brief history of the development

® Who has been involved with the deveiopment, what user groups have paricipated
o Other systems mcorporated into and linked with the system

® Ggnerai explanation of future subsystems and sched

¢ Benefits of thessystem and $upervisor and sgrvnce WO payofts

Specific Information on the New System
® Purpose of the new system/subsystem
® Objectives for detailed training
e Overview of the documents

« Relationship of the forms to each other
e Overview of the inquines
e Overview of the reports rd
& Worker toois t :

® Roles and responstbilities
® Service worker's legible and accurate compietion of documents
® Data entry function
® Necessary interaction within the agency and among agencies
® Agency example flow,

+ Inquines, documems data control, data entry, errors, reports
® Fan for detailed training on forms, inquiries, and reports

Esch Form - N ,

e Whep to compYeie

® Onentation t2 the docuyment
,+ Different section
"+ How Jines are lettered.
+ How elements are numbered
+ Discussion of each data element
® Emor messages
* What they are ¢
+ How to handie them
¢ How lopg to save it, when to destroy it ~
® How to request another coQy
¢ Reports produced from each section
+ Who yses the report
* Purpose (84
+ Infolmation on reports . j

j .
Inquiry Screen -
e Purpose /
® Who can access it
® When to use
e How to use

-
i
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information on Each Report Received by Supervisor or Service Worker
> _ e Purpose . ‘
. *¢ When does it come )
~ # Who aise gets it '
) ® How to read it
o How to use it

~

¢ How long to retain it ' v .
\ *blh'uon Pian
‘ : uture events and the umefrgme R
¢ - e Conversion .

¢ Tasks to complete in the agency
¢ How to handle problems

F]
® How to request assistance
~
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' Figure 3. Sample Training Plan for an
. Online Social Service Information System

-

Training Events Time of Occurrence
(in order of occurrence)
| Overview and planning with
the admirustrator beginning/Day One
Il Data entry training four weeks later
Il Traing service workers and N
8upervisors on system and
forms, with an overview of
reports 60 days later

Traureng admunistrators,
SUpBrvisors, workers on
use of ma t reports

.

6-12 months later

2

Duration

2 days

3 days

5 days

2 days




. Figure 4. Sample Set of Questions for E¥aluating a Report
: -~

LOCAL AGENCY MONTHLY STATISTICAL PROFILE - This is a statlsucal breakdown of ali reports entered \
into the system for a given month and theifgisposition
; Do you use the Local Agency Monthly Statistical Profile? -
?jd . 1=yes 2=no (f"no,” goon tothe next section)
Do you use the Profile for any/all of the following purposes? Please indicate for each
purpose N
1 = always 2 = sometimes 3 = never 4 = N/A

For reports to the community

For reports to the local welfare board
For reports to the local government
For requests for additonal staff
Other (please dentify) ’

Do you find the Profile accurate? ’
1 =yes 2=no ¢

E

Do you find the Profile 1s clear and easy to use?

= yes 2=n0 ' -
Do you find the organizaton of the Prohie satisfactory?
1 =yes 2 = no {please comment) .
What should the frequency of the Profile be?

1 = monthly 2 = quarterty 3 = semiannualty .
4 = apnually 5 = ehiminate 6 = on request

Do you think the data on the Profile $hould be combined with ancther 7epc;n7 '

1 = yes (please comment) 2=n0 -~

Is there anything about the Profife which shouid be expanded. changed. or added”

1 = yes (please comment) 2 = no : " e
Comments

177




Appendix C -
Utilization of Information*

L 4

-«

% Note. Some ;xu res are modeled on those found in Shyne and Schroeder's Nationa/ Study
of Sécial Servicds to Children and Their Families (Rockville, Maryland: Westat, inc., 1978) "
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FOSTER CARE
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GENERAL INSTRUCTIONS

In completing the charts and graphs in this booxlet, you will need to make
reference to the December, 1979, Regional Profile or the Regional

Frequencies and Crosstabs.

TITLE REFERENCE
-
Age Regional Profile
Al
Sex . Regional Frequencies and Crcsstabs
Legal Basis for Custoay Regilonal Profile
X Foster Care Prograr Goal Regicnal Profile
Race or Ethnic Origim Reglonal Profile
’ Judicial Review , Regicnal Freguencies Trcestans
Length of Time in Custody Regiona. Profile g
Handicaps Regicna: Profile g
Service Category ' Reglonal Frequencies and (rasstabs
Profile of Children in Foster Care Reglional Profile .,
?
- N -
-y . -
L]
[
« : . -
\, e
» l {’j
-l
, M ) : :
/ . . .
ERIC™ ™
,



What is their legal basis for custody?
What is their program goal?
How many are black, white, and Oriental?

How many are subject to judicial review?

. How long have they béen in care?
. How many have handicaps? ’
] How many are emotionally disturbed’
. How many are mentally 1117
. How many are mentally reétarded’
. #>w many nave behavior problems?
(] How many have learning disabilities”
a ] How man; have physical dis;bilities’
- .
.
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' FOREWORD )
" - Who are the chéi%ren receiving foster care services im J;ur agency?
. How old are they?
» »
L] How many are boys? How many are girls?
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CHILDREN IN FOSTER CARE
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The . Agency in December, 1979, had

children in foster care.
. percent vere uhder one year of age. percent
. were bDetween one and five years old, percent were between six
and nine years old, percent were between ten and 12 years old,
percent were baetween 13 and 18, and percent vere between
\ . 19 and 21. N
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PERCENTAGES OF CHILDRENS' AGES \
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Aruitoxt provided by Eic:

percent of the children were male

percent were female,

SEX OF CHILD
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AGENCY
LEGAL BASIS FOR CUSTODY

Poligy and legislation requires that there be a_legal basis

for taking a child into custody. The following table gives

the Categories for the legal basis of custody and the percentages
of children in each category.
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AGENCY
N ~ FOSTER'CARE PROGRAM GOAL

N= - [

Of the children, L percent had the goal of

return to parent(s) or prior custodian(s), which is the
highest ranking goal. percent- had the
goal of adoptive placement, 7 percent had the goal
of permanent foster care placement, percent had

' percent had

the goal of plac with relatives,
the goaMsh{ter care, and percent were
catego "to be determined."
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RACE OR ETHNIC ORICIN
Ne ’ .
| .
. d Black and white children made up percent of the -
population sefved. S percent wvere blacf .
and percent white. The renaiﬁins vere -
described as Oriental and "other.” .
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to judicia} review,
judicial review, ‘and

AGENCY

SUBJECT TO JUDICIAL REVIEW .
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children, percent were subject

percent were not subject to
pércent wére recorded as
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LR -
. LENGTH OF TIME IN CUSTODY ’ . ‘
- 4 N = ' 7
-
* ' . ,
Of the children, percent wvere in custody under ope
year, percent from ome to two years, percent from ~ T
thrge to four years, s percent from five to six years,
percent from geﬁn to ten years, and ' percent more than ten -
years. .
° .
\/ ) ¢ -
. \ - -
1 —— - -
\ \ S )
v LENGTH OF TIME IN CUSTODY -~ ’ .
. B ‘
N’ *
N . .
1002 | - ' * .
- - - .
- 9,01 - . L- - \ - - ;
20 (4
802 1 - .. R
~n . .
702 |-w. . " ‘ ’ C .-
ol
. 602 ~ J .
© . . . 4
S0X §-m < ”~ .
e
|
N >
-8 @ . A :
- a [ 4 . * - . '
- . ' /
102 | - , 4 S
' ? A\ oz - 1 N
< h 2 i | b4 pd 4 4
Under -2 34 5-6 7-fo 10 or .
1 Yr. v More Yrs. ,
. . *
\ . kd m s J L -
——— —' T
Y, j\ -
A J
- * ’
2 . ' . - '
) 1Y
. <
. * ‘ Al
190 / ,

Elﬁc ' : B

- '
PAruntex: proviaea by ric [EESNE .
.




*

L AGENCY

HANDI£APS .
L. e 1

: : f<A-child 1s considered to be handicapped 1f he/she have ene or
more of the following diagnosed handicaps: mental illness,

esotional/behavioral disturbances, \penéal retardation, learning

disability, or physical disabili’tl;_\ . . -
R ©
Of the children, ) percent'had emotional
* disturbanges, percent had mental illness, ;
: . percent had mentasl retardation, percent had behavioral
» distugbances, -~ per?nt had learning disabilities, and .7
=" ot percent had permalient disabilities. 7
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HIGHLIGHTS OF FINDINGS . ) . .
. The following information generally describes the foster care population \ .
in the ) Agency as of December, 1979.
. N I . L
. s Thére were children i&tfoéter gare in the agency.
a , )
- ‘ >
percent of the children were whjte, percent were black,
. percent were QOriental, percent weré American Indian} and
. percent were cakegorized as other. The children's ages ranged from - *
. . 7
to years, with the largest number of children (_ %) being
- 7 years or older. The predominateé handicaps that many of the children
4 had were .“

o
The program goal for tne largest number-f %) of the children was . '

percent of the children were subject to
judicial review, percent were not subject to judicial review, and

percent were categorized unpknown. The largest number of children ( %)

were in custody years. The largest number of children f %) had ’

as the legal basis for custody,' percent of

the cnildren had and percent of the children
. .
had as the legal basis for custody E;
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M BRIEF PROFILE .
. o
. N . ~ e
RACE - AGES s
'
white b4 - Under | %
: Black b4 1 -5 k4
: Oriental z 6 -9 % *
vmerican Indian Z 10 - 12 b4
Other 2 13 - 18 %
‘ 100 2 . 19 - 21 %
Over 21 . b4
' 100 2
"HANDICAPS ) prOGRa¥ coaL -
Emotionally Disturbed pA Return Home %
- Mentally Il1 * 2 Adoptive Placement 2
Mentally Retarded % Permanent Foster Care 2
Behavior Problem b4 Placement with Relatives b4
Learning Disability % Continued Foster Care - p3
Pnysical Disability X Tc Be Determined b4
100% - 100 %
- '
JLDICIAW REVIEW LENGTH OF TIME IN CUSTODY
®
, Subject to Judicial Review Z  Under | Year . 2
. Not Subject to Judicial Review b4 1 -2 .
Unknown 4 3 -4 " b4
0z s5s-6 ) -— 1
E) - 7 -10 . b4
10 or More Years b4
) 100 2
L ~ -
.
LEGAL BASI3 FOR CUSTODY
. ’ Abuse/Neglect 0 % &
Chi in Need of Services %
Delinquency % -
. Entrustment Agreement R b4
. Parents Requested to Be Relieved of Custody %
» Cannot Be Determined * 2
. 100 2 4
- &
.
»
4 '
- \.
4 \
. B 5 GOERNMENT BaInT w3 CEEICECL 38 340 185/ 140 Tl
v
/ I3 .
. , 154 ' 193

O

- ERIC | S




